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one of the most problematic concepts to define. One of the main reasons for that is its close relation to the concepts of culture 
and image, as they are seen as defining each other. As expressed in previous research there is a need for theoretical 
clarification and investigations in practice in this area.  
 
We aim to contribute to an OI concept clarification and theoretical understanding by investigating OI in a single case at a Swedish 
company; Sapa Heat Transfer. The aim is fulfilled by a focus on research questions concerning how different employee groups 
perceive the organisational identity at this company, how the organisational identity can be described at the company and how the 
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limits, developed within a culture frame, possible to make explicit but at the same time occurring mainly unconsciously. Finally, 
our results have defined a need for a complementing category, regarding behaviouristic characteristics, among the categories 
presented as potential OI content characteristics within the Balmer and Greyser (2002) framework. 
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Abstract 
Organisational Identity (i.e. OI) could be described as an employee theory of 
who the organisation is. The concept is seen as one of the most problematic 
concept to define. One of the main reasons is its close relation to culture and 
image, as they are seen as defining each other. As expressed in previous 
research, there is a need for theoretical clarification in this area. We aim to 
contribute to an OI concept clarification and theoretical understanding by 
investigating OI in a single case at a Swedish company; Sapa Heat Transfer (i.e. 
SHT). The aim is fulfilled by a focus on research questions concerning how 
different employee groups perceive the organisational identity at this company, 
how the organisational identity can be described at the company and how the 
sum of these answers can develop the organisational identity concept further. In 
order to investigate OI at SHT we have used four qualitative methods; one to 
one informational interviews with key personnel, observations, desk research 
and focus groups, where focus groups was the main data collection method. A 
key for this triangulation was to generate a deep contextual understanding in 
order to facilitate a separation between identity, culture and image making a 
definition of the OI possible.  
 
Our findings show the organisational identity at SHT as being built on four 
cornerstones; Responsibility, Engagement, Willingness and Energy. The OI at 
SHT is to be considered as weak rather than strong. There is a strong culture 
resulting in an “industrial mentality”. Our results are showing that the culture 
might appear as OI, i.e. false OI, if the present OI is weak. There might be 
multiple OIs at the company, which we are rejecting. Instead our results are 
showing an existence of multiple cognitive perspectives, functioning as 
cognitive platforms creating employee perceptions of the OI. At SHT the 
perspectives are demonstrated to be developed by vocations, positions, 
departments, units/divisions and/or work groups. The individual perspective 
taken is dependent on the perceived employee belongingness. An alignment of 
all existing employee perspectives will define the true OI at a company. Further, 
the OI perspective framework could facilitate a separation between OI and 
culture if a time perspective is applied, since our results are indicating culture to 
be connected to a past time perspective and OI seems to be related to a present. 
OI is seen as changeable within limits, developed within a culture frame, 
possible to make explicit but at the same time occurring mainly unconsciously. 
Finally, our results have defined a need for a complementing category, regarding 
behaviouristic characteristics, among the categories presented as potential OI 
content characteristics within the Balmer and Greyser (2002) framework. 
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1 INTRODUCTION 
In modern society huge multinational corporations are dominating the business 
world and the competition is hard, which consequently increases the complexity 
of knowing who you are as an organisation as well as presenting yourself on the 
market (Barney & Stuart, 2000). At the same time knowing who you are is more 
and more important for the companies as the financial instability reduces the 
predictability in the constantly changing business world. This in turn 
complicates the knowing who you are even more. The rapid changes has lead to 
an increased focus on identity as all corporations try to project their images into 
the overcrowding contemporary business world in order not to be forgotten 
(Alvesson, 2004). The employer brand has therefore become increasingly 
important during the hardened competition, where the most talented employees 
have become a product in itself in order for the companies to stay successful. To 
be able to win the war of talents the companies needs to be perceived as an 
attractive employer. It is therefore essential for the organisational members to 
understand the identity of the company in order to communicate it to external 
stakeholders, which will make the employer become an employer of choice 
(Backhouse & Tikoo, 2004; Lindahl & Nordkvist, 2004).  
 
The existence of an identity is to be viewed as a precondition making the 
employer branding work as a strategic weapon possible to use (Backhaus et al., 
2004; Heide, Johansson & Simonsson, 2005). More and more important is the 
view of the employees as advertisers advertising the company as an attractive 
employer (Berthon, Ewing & Lian Hah, 2005). Thereby for the company to 
know and get a total grip on the identity, the area of organisational identity is 
viewed as highly central and important. However, the concept of organisational 
identity is in many aspects unclear and confusing regarding this complex 
research field. Exploring and developing the organisational identity concept is 
therefore something that is highly needed (BrØnn, Martisen & Engel, 2006; 
Cornelissen, Haslam & Balmer, 2007; Dhalla, 2007; Melewar & 
Karaosmanoglu, 2006; Scott & Lane, 2000). Addressing previous research, 
organisational identity is something that could be seen as needed to be 
developed regarding the employer branding field. If you do not know who you 
are – how do you know which employees you want or if they want you? As we 
see, the organisational identity area therefore requires deeper insight in order to 
maximize the employer branding effects. 
 

1.2 Organisational Identity – a challenge of interest 
There are several reasons why companies should develop a strong organisational 
identity (below referred to as OI). A strong OI will result in cohesiveness among 
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the employees, which is also given by collective perceptions and belongingness 
created by the identity (Alvesson & Björkman, 1992; Heide et al., 2005). A 
strong OI has an ability to unify employees and can generate positive effects as 
loyalty and commitment according to Ashforth and Mael (1989) as well. 
Thereby, OI will facilitate cooperation among employees which occurs if they 
feel a greater sense of belongingness to the company instead of belongingness to 
a group or a department only, which happens if the OI is weak. However, a 
strong OI is not always good. It could be the case that a strong culture or OI 
presence creates resistance to change as well (Alvesson et al, 1992). This could 
be the case as OI could be seen as a platform for how the employees create 
meaning and understand reality (Heide et al., 2005), as it is a human need to 
identify with something (Ind, 2001), why change could be perceived as 
threatening (Alvarsson et al., 1992). An organisation that stands out in positive 
terms in material practises, as production, symbolic expressions as slogans and 
logotypes and values, is usually perceived as unique and distinct as well as 
supporting interaction among its members (Alvesson & Sveningsson, 2008). OI 
may therefore offer organisational members a social identity in a positive way 
(Ibid.). Such belongingness could be strategically important considering 
identification as a fundamental human need which is creating loyalty, as 
presented by Ind (2001) discussing identification from a psychological 
dimension. Another strategically important aspect is that a strong OI may 
generate employees feeling they have possibilities to influence the 
organisational development. According to Larsson (2001) this will develop a 
higher degree of motivation among the employees, which in turn favours the 
economical production results despite of service or manufacturing business. 
  
Addressing the above written viewing the potential benefits of a strong OI and 
the organisational profits this is contributing, there are challenges to face in 
modern business society. The pressure the companies have experienced from 
competitors, shareholders and other stakeholders, during the last two decades, 
have resulted in lean strategies, or like Pate, Beumount and Pryce (2005) refer to 
as “lean and mean strategies” claiming that the consequences might be riskier 
then the benefits will cover. The result for the employees in terms of rationalism 
and downsizing has created consequences suggesting there has been a reduction 
of loyalty, commitment and identification between the organisation and the 
employer (Ibid.). The content thereby, is that OI, or the lack of it, could have 
important economical consequences for the companies in terms of 
organisational performance. The downsizing acting then, could have a 
weakening effect on OI created by a reduced employee loyalty. Addressing the 
world wide economical crisis going on, this could be a concrete threat 
determining the survival of the companies. But there seems to be several more 
reasons for companies to discover who they are besides the employer branding 
profits, and for the research field acquiring deeper insight in the concept of OI, 
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in order to reduce a weakening effect by the common downsizing acting. Today, 
OI is viewed as a platform creating competitive advantages (Barney et al, 2000). 
In sum - OI could be viewed as important for two reasons; competing on the 
market and the internal work of the organisation (Heide et al., 2005). The need 
to investigate OI theoretically, in order to become useful in practice, is thereby 
further highlighted. 
 
Although a wide interest of the phenomenon exists, and is constantly on the 
increase, one should remember that OI is a relatively young research field 
(Brown, 2001). A large extent of the research is pre-occupied with problems 
surrounding the identity concept and therefore the analytical tool for OI research 
can be viewed as weakly developed (Brown, 2001; BrØnn, Martisen & Engel, 
2006). Albert and Whettens´ (1985) definition of OI is still a platform which 
most theories of OI is built on (Dhalla, 2007; Gioia, Schultz & Corley, 2000). 
As Alvesson (2004) and Brown (2001) describes the problematic nature of the 
OI definition is at the same time viewed as a critical aspect in modern society 
overall. This induces a need to better understand the dynamics of the concept 
(Albert et al., 1985). Additionally OI is one of the most problematic concepts in 
its theoretical field to define (Heide et al., 2005) and is defined in a myriad of 
ways dependent on the researcher’s approach (Ind, 2001). One of the main 
reasons for this is its close relation to culture (Alvesson et al, 1992; Fiol, Hatch 
& Golden-Biddle, 1998; Hatch et al., 2000; Hatch & Schultz, 2008; Heide et al., 
2005) and image (Backhaus et al., 2000; Hatch et al., 2008). As the concepts of 
image, identity and culture are often blended and integrated in many theories it 
is a difficult task to find distinctions between them (Hatch et al., 2008). A reason 
for this complexity is that the key aspects of the image, identity and culture, 
function as defining one another (Ibid.).  
 
Further exploration of the OI concept could be seen as contributing to both 
empirical and theoretical understanding of organisation-environment 
relationships (Brown, 2001). Thus, there are interesting areas and facets of this 
concept to explore. This could further be viewed as little is known about how OI 
is formed, why the construction is hardly investigated concerning OI (Dhalla, 
2007). Less attention in research has been paid to the discovery of the genuine 
organisational self or explored about how OI emerges, is created and shaped 
(Scott & Lane, 2000). Dhalla (2007) and Scott et al. (2000) are two rare 
examples of research discussing OI construction. Dhalla’s (2007) paper on 
external and intra-organisational factors provides a framework suggesting how 
OI can be constructed, based on a literary review. In their study Scott et al. 
(2000) develop a model for identity construction, argue that OI is best 
understood as a back and forth process developed by a form of negotiation 
between managers and stakeholders. Scott et al. (2000) claim a need to increase 
the understanding about the true perceptions of the employees in order to 
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compare and facilitate the understanding on how identity is constructed. It is 
possible to view this as a need for the content of OI to be further explored in 
order to investigate the construction. By the description of Balmer and Greyser 
(2002), regarding time perspective, an initial starting point for identity research 
is in a present perspective which later can be compared to present external views 
and perceptions and future-oriented perspectives. Knowing who the organisation 
is from a perspective of internal stakeholders, the employees, is thus the starting 
point (BrØnn et al., 2006; Dutton, Dukerich & Harquail, 1994) and a possible 
way to align and understand the complexity of identity as an organisational 
phenomenon (Dhalla, 2007; Gioia et al., 2000; Hatch et al, 2000, 2008; Heide et 
al, 2005). The concept of OI can thereby be viewed as representing a new lens 
for studying important questions in the strategic management field, which is 
why the importance of viewing internal stakeholder is highlighted as well. 
 
As highlighted above, there is also a need to incorporate a more practical view 
to the concept by additional empirical research (Melewar & Karaosmanoglu, 
2006). Some interesting empirical research that to some extent can relate to the 
need in this research area concern discovery of a specific organisational self, 
investigating OI in a case (Alvesson et al., 1992; BrØnn et al, 2006). Alvesson et 
al. (1992) approach the identity in terms of the employee perceptions (i.e. the 
organisational identity) in their case study of an industrial company with a long 
history. Alvesson et al. (1992) have a main focus of investigating cultural 
aspects even though they are exploring the identity aspect partly as well. These 
authors attempt to find out the identity through the collective subjectivity 
regarding collective feelings, ideas, perceptions and ways of thinking. A more 
recent study discovering a certain kind of identity, called the actual identity, is 
made by BrØnn et al. (2006) who uncovered the actual identity of a service 
company through a process developing core values. The initial starting point in 
that study was the perceptions of all internal stakeholders, the employees 
included. The findings suggested that a “super value” was discovered which had 
influence on the company’s position in the market. The above mentioned studies 
are nonetheless to consider as rare. Alvessons’ et al. (1992) study is the only 
research we have found that concerns an industrial company with a long history. 
However, the study by Alvesson et al. (1992) is mostly contributing to the socio-
cultural field as primary focus is on cultural aspects.  
 
To contribute to all the factors mentioned above it is important that the OI is 
recognized in research (Alvesson et al., 1992), in theory as well as in practice. 
Thus, we can see a need in various ways from the research field of marketing, 
management and strategy in strengthening this concept as well as making sense 
of and clarifying the definition of the concept of OI, which could be seen as 
facilitated by more research concerning OI content, even though researchers as 
Dhalla (2007) argues for the construction to be further explored. Contributing to 
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a clarification of the concept could in turn contribute to the usefulness of OI in 
the employer branding work in practice, as knowing how to define OI could be 
seen as a precondition for defining who you are, which is useful in an employer 
branding process. To be able to contribute to the concept clarification one way 
could be to expose the concept into practice (BrØnn et al., 2006), hence a deeper 
understanding of a specific organisational identity could be seen as useful. At 
the same time the clarification of the concept will facilitate identity 
investigations (Alvesson et al., 1992; BrØnn et al., 2006), where as the 
theoretical research approach and the practical business approach is acting in 
some kind of symbiosis. 
 

1.3 The aim of the thesis 
We aim to strengthen and clarify the understanding of OI as a theoretical 
concept by investigating OI in a specific case, Sapa Heat Transfer. The aim of 
this thesis will be investigated by focusing on the following research questions: 
 

• How do different employee groups at Sapa Heat Transfer in Sweden 
perceive the organisation addressing the identity aspect? 

• How can the organisational identity (i.e. OI) be described at Sapa Heat 
Transfer in Sweden from an employee perspective?  

• How can a further development of the theoretical concept organisational 
identity (i.e. OI) be reached by investigating OI in practice? 

 
The aim of this thesis is basically to gain a deeper understanding in theory of the 
organisational identity concept. We aim to contribute to the research field by 
strengthening and clarifying the understanding of OI by investigating the 
existence of OI in a specific single case, related to the theoretical research field, 
based on our reading and analysis of previous research. As differs from much 
previous research, and somehow unique for our investigation, is the use of the 
OI content as a stepping stone and not a theoretical research review focusing on 
the OI development, even though a construction of OI is secondarily discussed 
which is contributing to the clarifying part in this thesis. As we see an 
investigation regarding construction and process development requires a 
longitudinal study, which is beyond our practical time frame. 
 

1.4 Definitions 
Besides the troubles surrounding the identity concept, another difficulty could 
be viewed referring to the view and definition of an organisation. According to 
Alvesson et al. (1992) the organisation can be defined as a reconstruction of the 
classical view of the organisation as a formal organisation centred on structures. 
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Therefore, the definition we are referring to in this thesis is based on a need, as 
Alvesson et al. (1992) expresses, for the researchers to anchor the organisation 
from another angle. The organisational concept may as they describe be viewed 
as twofold; it is a formal unit based on structures at the same time it can be 
defined in terms of belongingness referring to whom is inside and who is not 
regarding the member vision. When speaking about the organisation in this 
thesis we refer to an organisational concept of a unit of members, where we 
mainly focus on the humans involved and not the formal structure. 
 
The employees are viewed as a person employed at a company for wages or 
salary at a non-executive level (Oxford Reference 1, 14th of August 2009). In 
this thesis an exclusion of the local CEO and top management team among the 
participants has been made. In this thesis we further refer to two kinds of 
employees as we discuss experienced and new employees. We define the 
experienced as the employees who have been working at the company for more 
than ten years contrasting the new employees which we define as employees 
who have been working three years or less. 
 
Regarding the investigation the employees are basically divided into two 
separate groups due to job assignments. The blue-collar workers and the white-
collar workers are therefore presented. The blue-collar workers are the 
employees working in the factory, on the floor, who are historically described as 
skilled, semiskilled or unskilled members of the working class performing 
manual labor, often regarding industrial work. This kind of worker is to be 
separated from the other group participating in this study, called the white-collar 
workers. The white-collar workers by contrast, are performing non-manual labor 
work usually in an office, involving administrative, managerial and professional 
personnel and the like. (Oxford Reference 2, 14th of August 2009) 
 

1.5 Disposition 
The introduction part aims to give the reader a pre-insight of the relationship 
between the topic of this thesis and the interest and usefulness by the company 
as well as the complexity theoretically surrounding this area. In the following 
chapter we introduce the company as the case. An early presentation of the case 
will facilitate the understanding forward in this thesis, as the reader will be 
aware of the preconditions and the environmental factors surrounding this case 
study. Chapter 3 provides the academic insight and represents the theoretical 
framework being used. Here a mix of previous research and defined theory are 
being presented together as they contribute to the definition of the concept of OI 
(i.e. organisational identity). In chapter 4, our methodological standpoints, 
research design and choices of research methods are being focused. The method 
discussion is presented in the end in order to highlight difficulties, 
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improvements and pitfalls aimed at providing the reader a realistic and critical 
view of our empirical results presented in chapter 5. Chapter 5 is providing as 
much of the perceived reality as possible in order to stimulate critical reflections 
and further interpretations beyond our capacity and time as mostly all research 
could be viewed as presenting a platform for the next step and development. Our 
view and interpretations are discussed in an analytical discussion chapter, 
chapter 6, where the theoretical framework and our empirical results are being 
interrelated and presented. In the end there is a summary chapter seen as a 
concluding discussion and suggestions for further research. We will end this 
thesis with a summery of our reflections. 
 

2 THE CASE 
This chapter contains information received from information interviews with key 
persons working at SHT and from various electronic sources as the company 
homepage and intranet. Additionally, this chapter partly contains information 
about the production, the production processes and geographical locations 
represented in the focus group interviews. The production processes at SHT are 
highly complex. Addressing the aim of this paper we don’t intend to describe 
these processes. The content presented in this chapter is aimed to provide the 
reader an overview of the context specific characteristics relevant in order to 
understand the employee perceptions and the results presented in the chapter 
“Empirical findings”. All data in this chapter has been valid and approved to be 
used by the HR department at SHT. 
 

2.1 Company presentation 
Sapa Heat Transfer in Finspång, Sweden is a world leading company specialized 
in producing aluminium heat exchanger stripes to the automotive industry. This 
is the only manufacturer focusing on aluminium stripes operations in the world 
and is a globally leading supplier. (Sapa Heat Transfer global, 19th of August 
2009) 
 
Sapa Heat Transfer (below referred to as SHT) is a company with a long history. 
Heat transfer material has been produced at SHT since 1975, but this 
manufactory has a far longer history as part of a big industrial site even before 
that. It all started out in the 16th century, more precisely in the year of 1580, 
when Finspångs bruk was founded. The company was engaged in cannon 
manufacturing from 1627 until 1912, the following year Finspångs Metallverk 
AB was found. The production of aluminium was established in 1919. In 1942 
the company was acquired by another Swedish company called Svenska 
Metallverken AB, which in turn was acquired by Gränges in 1969. In 1975 the 
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manufacturing of heat transfer material began at Gränges. In the year of 2000 
Gränges Group AB acquired the name Sapa Group AB (below referred to as 
Sapa Group). (Sapa Group 1, 19th of August 2009) Sapa Group today consists of 
three different companies representing three different business areas in Sapa, all 
located within the same geographical area in Finspång; Sapa Profiles, Sapa 
Industriservice (as part of a business area called Sapa Building Systems) and 
Sapa Heat Transfer (Sapa Group 2, 19th of August 2009). Since 2005 a 
Norwegian corporate group, i.e. Orkla Group AB, has the ownership of Sapa 
Group and SHT as a company included (Sapa Group 1, 19th of August 2009). 
 
SHT has grown steadily during recent years and today numbers 390 employees 
with an annual turnover of 2220 million SEK (Sapa Group 3, 19th of August 
2009). (c. 208,014 million EUR) In Sweden, with a population of approximately 
9 millions, this is to be considered as a big company. This is a rare kind 
according to the size and represents only 2 per cent of the total number of 
Swedish business enterprises’. On the Swedish market 99 per cent are micro, 
small and medium sized companies (i.e. companies with a maximum total 
numbers of 250 employees and a turnover of maximum 50 million EUR). 
(Svenskt Näringsliv, 19th of August 2009) Today SHT is the world leading 
supplier producing heat exchanger stripes (Sapa Group 4, 19th of August 2009). 
More specifically, they are delivering material for oil coolers, radiators, charge 
air coolers and air-conditioning equipment and heaters (Sapa Heat Transfer 1, 
19th of August 2009). The produced costumer specific solution approach has 
enabled the company to reach a position as one of the most flexible suppliers on 
the market (Orkla, 19th of August 2009). SHT has facilities in Belgium and in 
Germany as well, although the main production is located in Sweden and China 
(Sapa Group 2, 19th of August 2009). Of the Swedish production 85 per cent of 
the products are exported (Sapa Heat Transfer 1, 19th of August 2009). Even 
though SHT is affected by the financial crisis, the company is still a world 
leading supplier in the aluminium solution field and holds a market share of 17 
percent. SHT managed to strengthen this position in 2008 by focusing strongly 
on research and development, a strong cooperation with the costumers, process 
development and technical support. (Orkla, 19th of August 2009) 
 
Geographically, SHT is geographically divided in five different departments (i.e. 
Bu40, HC, HV, HF and HU), placed in four different buildings. Three of those 
(HC, HV and HF) are where the production takes place and the fourth 
department, called Building 40 (i.e. Bu40) contains the company’s 
administrative units; as the department of marketing and sales, the quality 
department, the Managing Director office, the HR department and the financial 
department. The three production departments could, besides taking place in 
different buildings, also be viewed as representing three different production 
steps. The Casting department (i.e. HC), is the first department in the production 
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process. Here, recycling is the main function as taking care of aluminium scrap 
resulted by leftovers in the production process by the other two departments (i.e. 
HV and HF), melting the metal producing aluminium blocks. In the Rolling 
department (i.e. HV), the aluminium blocks are connected to alloys in different 
ways and rolled out into different thicknesses. Besides thicknesses the material 
is further processed in different ways in heating terminals in order to add the 
material characteristics wanted by the costumer. HV is thereby viewed as the 
place where value is created. When the process of thickness and material 
characteristics is finalized the processed material is shipped over to the third 
department called The Finishing department (i.e. HF). In HF slitting is being 
done and the final product is being made. This is also where the packaging of 
the finished products takes place. This department could be viewed as the final 
destination before the product is shipped. The fifth unit of SHT called 
Technology and Development department (i.e. HU) operates as a service and 
reparation unit creating preventing efforts and solutions for break downs in the 
three production departments. HU is to be considered as a support function 
serving and developing the value chain. This specific function makes the 
employees at HU geographically spread all over the SHT production 
departments and not geographically bound to a specific building. 
 
At SHT a majority of the employees are blue-collar workers, working in the 
factories. Most of these employees belong to an employee group called machine 
operators. The operators have different job assignments related to different 
machines in different departments. When employed as a machine operator the 
employee works in one unit in one department only. Mostly a certain work team 
is connected to a specific machine or a set of machines. Each team consists of 
approximately six to eight employees. The HU department is organised a little 
bit differently, since they are working more with what can be compared with 
projects. Every employee working as an machine operator (or as a skilled 
worker in HU) is participating in shift work. The other group employed at SHT 
is called white-collar workers. This group could further be divided into two 
different groups where one has responsibility of other employees - the other 
could be described as having job assignments related to the SHT administration, 
structure or strategy.  
 

2.2 Finding itself 
According to the homepage (Sapa Group 5, 19th of August 2009), Sapa Group is 
well aware of the importance of a brand claiming they are not just being a group 
but also represents a brand for all companies involved. In order to shape a clear 
and uniform profile Sapa Group strives to build the brand with consistency and 
care. The core values of Sapa Group, presented in five blocks, could be 
explained and described as follows. By Entrepreneurial Spirit Sapa Group is 
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referring to the importance of viewing opportunities and to have an ability 
making these opportunities profitable in a business venture. Significant to 
Commitment is the providence of support and tools to the Sapa employees to 
ensure their willingness to always be there in constant loyalty. Ensuring that all 
Sapa employees are honest and responsible dealing with costumers, suppliers, 
co-workers, shareholders and communities where Sapa has impact is the 
meaning of Integrity. Environment, Health and Safety (i.e. EHS), is aimed at 
ensuring the safety and well-being of the individual and the environment. 
Finally, Innovative Focus and Costumer orientation is described as a core value, 
and presented as costumer proximity in the goals, aimed to encourage intelligent 
solutions to problems and opportunities in a creative environment and identify 
those realizing that everything being done must be done according to needs of 
the costumers and the market. According to the view of the owners’, costumer 
orientation is the only way to act in order to obtain true commercial value in the 
operations. (Sapa Group 5, 19th of August 2009) 
 
The core values constructed to be the characteristics for the Sapa Group could 
be viewed as slightly modified by SHT in order to fit this specific company, 
compared to the initial formulations made by the Sapa Group. The core values at 
SHT are not to be found at the homepage but are presented in a company 
presentation on HeatNet, the company intranet, and are described in five blocks; 
Entrepreneurial Spirit, Commitment, Honesty, Responsibility and Innovation 
focus and Costumer focus. The modifications locally created concerns the core 
value of Integrity and EHS. Integrity is locally being communicated as the core 
value of Honesty and EHS is being communicated as the importance of 
Responsibility. (HeatNet, 7th of May 2009) The core values are not to be found 
further explained at either the SHT home page (Sapa Heat Transfer 2, 19th of 
August 2009) or at HeatNet (7th of May 2009). These core values could be 
viewed as representing who the company wants to be, the desired identity, 
known as the profile as well. 
 
Taking the core values in order to further developing who the company wants to 
be, SHT started a value reforming process in cooperation with the employees 
around four years ago. The aim was to identify a few core values that could be 
seen as representing who they are. This could be viewed as a step developing a 
staff philosophy (i.e. in Swedish personalidé). The aim of this idea could be 
viewed as a tool jointly used by the staff in order to support the strategic 
platform (e.g. Region Skåne publication, 19th of August 2009) What SHT did 
here was to briefly investigate the staff perceptions in order to engage them in 
the value development process. The outcome of the process was three core 
values; Flexibility, Cooperation ability and Costumer focus. The meaning of 
flexibility here is being able to perform several different job assignments and be 
multi functional addressing the work ability. Further, Cooperation ability is to 
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be viewed as a base, since this skill is acquired in most job assignments at SHT, 
irrespective of department or profession. The same goes for Costumer focus 
since everything they do should be related to the costumer demand. Today these 
three core values together with a constructed specification describing the 
competence required for different professions are included in an instrumental 
tool used for measuring work performance in salary- and career developmental 
discussions. The developed core values; flexibility, cooperation ability and 
costumer focus, are nowadays to be seen as qualities describing the desired 
employee working at the SHT, even though there doesn’t seem to be any visible 
communicated employee idea.  
 

2.3 Why is Sapa Heat Transfer a company of interest? 
One major challenge Sapa Heat Transfer faces is their relative anonymity to the 
external environment, excluding their own costumers of course, especially as an 
employer. To maintain existing key competence and attract new talents in order 
to stay competitive during changing external conditions, SHT has decided to pay 
attention to the area of Employer Branding. This seems to be a good idea as the 
advertising trends display increased importance of a strong identity, which is 
assumed to continue to increase as the global multifunctional businesses are 
expanding making the competitiveness harder (Hinn & Rossling, 1994). A first 
step of an Employer Branding process is to discover who we are in order to 
compare and match the result with what the owner desires the organisation to be 
(i.e. vision or profile) and how external stakeholders perceive the organisation 
(i.e. image) (BrØnn et al., 2005; Hinn et al., 1994; Gioia et al., 2000). The 
identity is viewed as an important weapon in order to distinguish oneself from 
other companies, a view which is projected to continue to increase in the future 
(Alvesson, 2004; Hinn et al., 1994). Thus, SHT has a need to primarily discover 
the identity of the organisation in order to use this as a part of the strategic 
weapon strengthening the employer brand when participating in the war of the 
talents in the future. What SHT does as a company is quite clear as well as who 
they want to be but the question remains - who are they? 
 
As we see it, an investigation of the organisational identity will create a win-win 
situation since this company wants our help to discover who they are – in turn, 
these findings will develop the theoretical implications due to this research area 
as we aim to strengthen and clarify the understanding of OI as a theoretical 
concept. Investigating the organisational identity of SHT will thus generate both 
theoretical and practical relevance. We therefore view a possibility developing 
collaboration between the business world and the academic world, which is seen 
as needed when it comes to this area (Alvesson et al., 1992). The uniqueness of 
this case is referring to the size and the unique industrial history. This case is 
unique from a researcher perspective as the research regarding this kind of big 
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companies with complex belongingness to a group of companies and shifting 
ownership are rare. The research seems to be rare regarding OI, not only in 
Sweden but in the entire academic world of research. The case by Alvesson et 
al. (1992) was the only one found addressing a similar area. The case of BrØnn 
et al. (2006) is, besides a more holistic identity investigation, as CEOs’ 
perceptions are included, a study of a service company in which context and 
environment is largely different from the case presented in this thesis. Together 
these factors portray a uniqueness of our case-study as well as making this thesis 
highly relevant. 
 
Starting out with an existing problem and not in the theoretical world is further a 
dilemma regarding research (Bunderson, 1998). Basically research can be 
viewed as driven by different aspects, as driven by a problem or by theory, i.e. 
problem-driven or theory-driven research (Ibid.). Based on the nature of this 
thesis, this is to be viewed as problem-driven. Bunderson (1998) claims that 
theory-driven research normally gets the highest status explained by the aim of 
any research as developing new theory, or extends theory that already exists, but 
this kind of research can also become pretty sterile and runs a risk of being 
irrelevant according to this researcher. In difference to theoretically driven 
research the researcher identifies a real-world problem he or she wants to solve 
in problem-driven research. In this kind of research the researcher tries to find 
data, theory etc. that may explain and best fit the problem. Bunderson (1998) 
thinks that problem-driven research provides “…the greatest opportunities to 
discover and extend theory about organisational identity” (Bunderson, 1998, pp 
165). Problem-driven research is common in the strategy research field (Ibid.) 
and could be viewed as being the case here as we use a case and try to develop 
the theoretical concept of OI by using this case in order to identify the existing 
OI, by which we aim to develop theory and bring some clarity into the research 
field. 
 

3 THEORETICAL FRAMEWORK 
This section starts with a theoretical background outlining a historical view on 
the identity as an academic concept. Further, the relationship between image, 
culture and identity is discussed as the intertwining relationship is contributing 
to the definition of the OI concept. Promoting the definition of OI further, a 
specific OI theory regarding the content aspect is presented. The chapter will be 
ended by a brief presentation of the OI construction, which together with the OI 
definition is providing a theoretical stepping stone and facilitates deeper insight 
of the concept. 
 
According to Alvesson et al. (1992), when reflecting identity of an organisation 
there is a need to stress that it is done in a metaphorical sense. The social aspect 
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in terms of organisational identity is not other organisations but rather the 
collective whose actions and perceptions are decisive of whether an organisation 
could be argued to have developed an identity (Ibid.). Organisational identity, 
Ind (1997) argues, is not something cosmetic though. Without identity a 
company can not exist, because each organisation’s identity is unique and has 
developed from a shared experience of individuals over time, created by path 
dependency (Ibid.). But even if organisations are not supernatural entities who 
can be said to have “real” identities it is still valuable and fruitful to study 
organisations as if they could have identities in order to do science (Alvesson et 
al. 1992) and create competitive advantages (Barney et al., 1998). By this reason 
we take the approach of a company having an identity of its own created by the 
employee perceptions, referred to as organisational identity, in this thesis. 
 

3.1 The history of Identity 
The term organisational identity has its heritage from the field of social 
psychology with a starting point in social identity. Important here are theories of 
Cooley’s idea of the “looking-glass self” and Mead’s distinction between the “I” 
and “Me”, where the analytical level is the individual and the focus is on 
identity creation and the need of other in order to define the self (Hatch & 
Schultz, 2004). A further development of these theories can be seen by Goffman 
in his later theories of impression management, where he creates a theoretical 
shift towards a focus on the individual in relation to groups and group functions 
(Ibid.). This discussion is brought one step further in the identity concept 
development made by Tajfel and Turner (1979) in their work on inter-group 
conflict, drawing the social identity field into a collective analytical level. The 
research development described here provides logical arguments for why the 
concept of identity was brought into theories of organisations. The work in 
organisational theories by Albert and Whetten (1985) is recognized as bringing 
the concept of identity into organisational studies as they define organisational 
identity (OI) as what are central, distinctive and enduring characteristics of an 
organisation. Ashforth et al. (1989) brings the concept further, and maintains the 
individual identity as well, by recognising the aspect of identification by 
elaborating around an individual’s social identity which can be derived from 
identification with the organisation and different forms of organisational related 
parts like work groups. Theoretically, different identity concepts have increased 
in organisational analyses over the last decades by several researchers according 
to Whetten and Godfrey (1998). 
 

3.2 The relationship between Image, Identity and Culture 
OI is strongly connected to image and culture (Alvesson, 2008; Alvesson et al., 
1992; Hatch et al., 2000, 2008; Ind, 2001;). According to Hatch et al. (2000) 
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these three concepts are often blended and integrated in many theories. This 
researcher couple claims that the intertwining relationship between these 
concepts and the complexity surrounding them are explained as the key aspects 
of image, identity and culture function as defining one another. Therefore, they 
say, an opportunity to distinguish them is to focus on the theoretical 
interdependencies or relational differences. As they see it, the difference stems 
from which perspective one views identity. That is, for instance, if a researcher 
studies identity from the perspective of image the difference between identity 
and culture is difficult to see as both are seemingly tacit and internally focused 
(Hatch et al., 2000). Therefore, in order to find a distinction and attempt to 
define identity one may take the perspective of identity and thus take the 
challenge of distinguishing identity from both image and culture (Ibid.). Hence, 
the relational differences enable distinctions. According to Heide et al. (2005) it 
is important to clarify what OI is not in order to define what it is. 
 

3.2.1 Identity vs Image 

The external influence on the employee perception, presented in the introduction 
part, could also be viewed theoretically, described as an interrelationship 
between identity and image, where image is viewed as a catalyst for members’ 
definition of their OI (Gioia et al., 2000). As Gioia et al. (2000) views, this 
process involves reconstruction of member perception or sense of what the 
organisation is and the image function as destabilizing identity. However, 
organisational members will gain feedback, over time, about how the 
organisation is conveyed according to Dhalla (2007). As organisational 
members are also external parties, in some sense, as customers or members of 
interest groups for instance, they will take part of the image, which will be the 
case by taking part of media communication as well (Dhalla, 2007). As Dutton 
et al. (1994) describe, organisational members are sensitive to externally 
formulated views of the organisation and will therefore compare their view to 
others’ views. Feedback from others will therefore tend to make members 
compare their identity and image according to them, though the OI will be partly 
based on how others view us as individuals. Therefore, Gioia et al. (2000) 
argues, identity could be viewed as partly constructed by the image. In the view 
of the importance declaring what identity is not (Heide et al., 2005), taking an 
identity perspective relating to image (Hatch et al., 2000), identity is not the 
external picture but is influenced by the image and therefore partly developed by 
these pictures. Thus, identity perceptions are influenced by different pictures 
affecting the employee perception of the organisation. 
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3.2.2 Identity vs Culture 

Separating identity and culture in the organisation could be viewed as even more 
complex, still taking the identity perspective clarifying this concept (Hatch et al., 
2000). While image is an external phenomenon, identity and culture are 
internally based (Ibid.). In terms of whether culture creates identity or if it’s the 
other way around and to what extent these interact with each other is argued in 
many different ways (e.g. Fiol et al., 1998; Gioia & Thomas, 1996; Hatch et al., 
2008; Ind, 2001). Identity is closely related and intertwined to culture as both 
include the organisation as a whole, belongingness and common perceptions 
(Hatch et al., 2000). Additionally, the understandings of the concepts are that 
both are collective phenomenons’ (Alvesson et al., 1992). In order to separate 
the two, identity could be seen as a reflection, good or bad, of culture, according 
to Hinn et al. (1994). However, at the same time identity can be viewed as not 
just a reflection but as a part of culture (Alvesson et al., 1992). Hatch et al. 
(2000) argues that culture and identity can be distinguished by relating the two 
concepts along three dimensions referring to the possibility of writing things 
down (i.e. textual vs contextual), the degree of whether or not the concept could 
be described into words (i.e. explicit vs tacit) and if it emerges or could be 
planned (i.e. instrumental vs emergent). Hatch et al. (2000) found that when 
defining the two concepts comparably, identity tends to be more textual, explicit 
and instrumental. 
 
A large part of what is known about culture seems to be implicit, or tacit 
according to Fiol et al. (1998) and Hatch et al. (2000), who base their argument 
on the aspect of time, as new recruits in a company can not learn the taken for 
granted assumptions immediately. Therefore, as Fiol et al. (1998) argue, culture 
can be viewed as giving symbolic material to the construction of the identity and 
could, according to Eysenck (2000), be viewed as habits, symbols, shared values 
and opinions which are communicated through behaviour and interpretations by 
organisational members. Therefore culture involves all aspects of everyday 
organisational life (Alvesson, 2008; Fiol et al., 1998; Hatch et al., 2000), while 
identity is seen as constituted within the cultural context by organisational 
members’ reflections (Alvesson et al., 1992). However, some aspects of identity 
are very deep, tacit and unconscious as well and similarly some aspects of 
culture can be made explicit as value statements and artefacts (Hatch et al, 
2000). Thus, culture can be viewed as the frame in which identity is created and 
influenced by inside, no matter of the degree of implicitness (Ibid.). In short, 
identity can be viewed as the visible part of or in the culture (Heide et al., 2005). 
Furthermore, culture can be viewed as providing the rules defining a social 
system while identity provides a contextual understanding of those rules that 
help people understand themselves in relation to the organisation (Fiol et al, 
1998). Separating the concepts further, identity could be viewed as pointing 
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towards a more distinct aspect of the relationship employees and organisation, 
which is supported by Alvesson et al. (1992) arguing that the identity concept is 
focusing on the enterprise and concrete businesses in another way than the 
culture concept does. Similar arguments can be seen in the article by Dhalla 
(2007) who suggests that identity can be strategically constructed. The notion of 
the strategic opportunity with identity is noted by many (e.g. Barney, Bundeson 
& Foreman, 1998; Barney et al., 2000; Heide et al., 2005; Scott et al., 2000). 
The article by Melewar and Karaosmanoglu (2006) summarizes the discussion 
of culture and identity quite well by arguing that culture is what we do, while 
identity is why we do it. 
 

3.3 Organisational Identity and Corporate Identity - towards an 
integrated approach 
When looking at identity on the organisational level the literature is developed 
along two different but connected routes, organisational identity and corporate 
identity (i.e. CI) (Hatch et al., 2000). Definitions of these two terms can often be 
seen as unclear and somewhat intertwined, according to Hatch et al. (Ibid.), 
depending on which approach a researcher chooses. Overall, however, one can 
make distinctions between these and claim that the differences lie in terms of 
perspective (Ibid.). As presented by Hatch et al. (Ibid.) research in CI is mainly 
found in marketing and communications literature and used by practitioners, 
while research in OI can be seen as belonging to organisational theory. A 
common aspect in most literature of CI is the relevance of business according to 
Hatch et al. (Ibid.), which implies that CI adds value to the public value of the 
firm and its products (Cornelissen et al., 2007). According to Hatch et al. (2000) 
the distinction regarding a strategic connection claiming CI reflects the business 
aspect and OI does not, is somewhat false as strategy is included in both 
concepts but from different perspectives. According to Heide et al. (2005) OI 
could be viewed as having a support function in relation to strategic goals due to 
employee motivation and its important role for the success of the company. This 
could be viewed as having a special importance since members’ evaluation and 
justification of actions is important in relation to issues regarding the 
organisation and the member behaviour itself (Dutton et al., 1991) and the 
overall functions of the OI as a competitive advantage itself (Heide et al., 2005).  
 
A general distinction can be seen by Riel and Balmer (1997) who define CI as 
projected images internally and externally. According to Cornelissen et al. 
(2007) CI is viewed from a management perspective and concerns how an 
organisation communicates and distinguishes itself in regards to external 
stakeholders. Gioia et al. (2000), further view CI as images created by the 
organisation. Melewar et al. (2006) argue that practitioners often take a 
manipulative perspective on identity in CI viewing tangible aspects, while 
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academics regarding CI view the intangible aspects as well, like behaviour and 
values. Opposed to CI, OI is built only on organisational member collective 
perceptions of what the organisation is and stands for (Cornelissen et al., 2007; 
Dutton & Duckerich., 1991; Gioia, 1998). The concept of OI is both theorized 
on a more individual level regarding identification (Ashforth et al., 1989; Dutton 
et al., 1994), as well as on the organisational level (Dhalla, 2007; Hatch et al., 
2004). Although in one way relevant, the distinctions above are somewhat 
simplified and do not portray the true complexity nor the confusion of the usage 
and research of these concepts. The use of OI and CI in the literature is often 
confusing as many researchers use both concepts to describe the same 
phenomenon (BrØnn et al., 2006), while others seem to consequently use one but 
meaning both (Ind, 1997) or applying one and displaying the relevance of the 
other (Balmer et al., 2002). Therefore, many argue for the need to integrate 
(Hatch et al., 2000) or cross-fertilize the concepts (Cornelissen et al., 2007) as 
there are overlaps and similarities and the fields can thereby contribute to each 
other. This indicates that previous research can be linked and made coherent by 
a greater and deeper understanding of identity as applied to organisations 
(Albert et al., 1985; Brown, 2001; Dhalla, 2007; Scott et al., 2000), which is 
highlighting the present need of empirical research combining different areas. 
 
Research by Balmer (1998) suggests that CI is a multidisciplinary field 
generating in a variety of ways in defining the mixture of attributes included in 
the identity mix. A reason may be that many of the aspects included in identity 
are both interdependent and unique to each organisation (Van Riel, 1997). 
Central however, is to identify the essence of what the organisation or company 
is, reflected in various unique characteristics as history, culture, communication 
and the industry. Initially the view of CI was marketing-focused in terms of 
presenting organisational values and mission to the external environment 
(Melawar & Jenkins, 2002). However, recent development of the CI concept has 
come to include fundamental meaning of what the organisation is expressed as 
company specific traits (Cornelissen et al., 2007) or characteristics (Melawar et 
al., 2006). This development implies that CI research also includes the general 
meaning of an organisational entity displayed in values, beliefs, roles and 
behaviour of its members, which is in line within OI (Cornelissen et al., 2007). 
Further, in line with this development Balmer et al. (2002) discuss multiple 
identities combining views of OI and CI, where alignment between these is 
strategically crucial. Researchers stress the importance of coherence between 1; 
OI as articulated by management and OI as perceived by employees and 2; CI as 
the projected image by the organisation and 3; corporate reputation, as images 
by external parties (Cornelissen et al., 2007). 
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3.4 Defining Organisational Identity 
“Organisation identity is a member’s theory of who the organisation is.” 

(Barney, Bunderson, Foreman, Gustafson, Huff, Martins, Reger, Sarason, & 
Stimpert, 1998, pp 110) 
 
A fundamental starting point of the organisational identity theory is Albert and 
Whetten’s (1985) definition, where they state that OI defines the central, 
distinctive and enduring attributes about an organisations character 
(Czarniawska, 1997; Gioia et al., 1996; Hatch et al., 2000). According to Albert 
et al. (1985) the central attributes are referring those attributes that are 
fundamental in determining the purpose or mission; the organisational existence. 
The distinctive aspect of OI in this definition regards the uniqueness of the 
central attributes as they perceived (Ibid.). The perception of the distinctiveness 
implies a search to distinguish the organisation compared to other organisations 
(Barney et al., 2000). Defining OI and thus identifying who we are, also 
includes defining who we are not as argued by several researchers (Barney et al., 
2000; Heide et al., 2005). This enables a company to determine and maintain 
organisational boundaries, which implies a distinction between which members 
are within and which are not (Barney et al., 2000).  
 
The claimed enduring aspect, or temporal continuity, describes the durability of 
OI in that, it remains unchanged over a limited period of time (Albert et al., 
1985). However, what the definition actually is about is perceptions of those 
organisational attributes and not the attributes themselves (Alvesson, 2008; 
Dhalla, 2007; Heide et al., 2005). OI usually concerns how organisational 
members perceive the organisation in answering questions e.g. who we are and 
what we stand for (Hatch et al., 2000). These perceptions addressing OI could be 
viewed as members’ collective understanding (Alvesson et al., 1992; Hinn et al., 
1994) of the characteristics that are central, relatively stable and distinguishable 
from other organisations, which is a widely used platform in OI research 
according to Gioia et al.(2000). This is still a starting point in most of the recent 
research regarding OI (BrØnn et al., 2005; Dhalla, 2007; Scott et al., 2000). OI 
can also, in a way, be described as perceptions regarding the company soul 
(Hatch et al., 2000), personality (Ind, 1997) or philosophy (Alvesson, 2008). OI 
can be explained as an organisation’s reality as its’ actual or true self (Balmer et 
al., 2002; Ind, 2001). 
 
Albert et al. (1985) argue that the existence of an identity is relative to the 
degree of shared perceptions or understandings of what are to be viewed as 
central, distinct and enduring organisational characters. Alvesson et al. (1992), 
which is the only case study being done regarding industrial companies that we 
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know of, has detected some characteristics due to the company they have 
studied. That company is very much the same as the company in our case 
regarding size and history, which makes this a study of interest in order for us to 
define what characteristics that are to be viewed as central, distinct and 
enduring. Alvesson et al. (1992) have found some spiritual parts presented as 
describing this company that they briefly define as independency in work, self 
dependent and freedom under responsibility and a learning-by-doing-practice. 
Talking about characteristics in that company they further noticed honesty, 
which they viewed as being honest regarding costumers, as something regarding 
costumer relationships and promises doesn’t turn out as planned. Short and 
straight communication and information was recognised as well, at the same 
time this was described as a world by men with a lot of fun and humour 
involved.  
 
OI can further be described as common values and beliefs, a mission, structures, 
processes or organisational climate (Ind, 2001). OI can also be viewed as a 
result of an organisation’s values, beliefs and norms, which are the central 
character of the organisation creating an internal system for the organisational 
members guiding their sense-making and actions (Ashforth et al., 1996). In line 
with this reasoning, an organisation’s identity can be viewed as shared 
languages and behaviours (Cornelissen et al., 2007). However, OI as the basis 
for distinguishing oneself from others (Ashforth et al., 1996), is usually defined 
in comparison with competitors in external views of the organisation creating 
self-insight expressed in terms of these claims about organisational values, 
central ideas, or core beliefs (Hatch et al., 2008). The question is what these 
actually concern (Albert et al., 1985). Many of the aspects included in OI are 
both interdependent and unique to each organisation (Van Riel, 1997). Thus, OI 
can be claimed as a competitive advantage as it is difficult to imitate and highly 
unique to each organisation (Barney et al., 2000). What makes OI a competitive 
advantage is the connection to history and the past and that it is generally more 
resistant to change than other resources (Barney et al., 1998; Ind, 2001). 
However, that will not be the case all the time, since an organisation with a 
strong history may have trouble adjusting to the changing environment and 
therefore create disadvantage (Barney et al., 1998). Easily explained advantages 
can be made by an appropriate identity and equally disadvantages by an 
inappropriate identity (Ibid.). 
 
Leaving the content discussion for a moment, there is a need to be recognised 
regarding the construction of this phenomenon as the identity of a company is 
formed by the personality of the leaders, the history, the products, the nature of 
its technology, its beliefs and philosophy, its ownership and its people, its 
strategies and its values and ethical principles (Ind, 1997). Hence, the content of 
organisational identity represents the central characteristics of the organisation 
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in that it actually has an impact on how employees understand and relate to 
goals, relationships and collaboration between groups (Alvesson et al., 1992). 
Barney et al. (2000) view the characteristics of the Albert and Whetten (1985) 
definition of OI as a shared organisational schema, which guides decision 
making in the organisation. Consistency in organisation’s actions based on the 
shared schema could, as they describe, be seen as reflecting the organisation’s 
core competences. OI is a powerful concept in defining what should be 
concentrated in the environment, and the core competences refer to how to react 
to the environment according to Barney et al. (2000). As they discuss, together 
these two aspects are by many companies determined in relation to the 
organisation’s product market. However, as they continue, for diversified 
organisations operating in multiple markets, OI definition is difficult. Therefore, 
viewing an OI as a moral philosophy is suggested by these researchers as an 
alternative approach. In this respect, OI is determined in a broader and more 
abstract way in stating right and wrong behaviour (Ibid.) and what are 
considered to be acceptable or legitimate solutions (Dutton et al., 1991). 
Approaching OI as a moral philosophy, focusing on values and beliefs 
concerning right and wrong, is difficult to relate to products according to Barney 
et al. (2000).  
 

3.4.1 Durability vs Changeability 

The main advancements regarding OI is Albert and Whetten’s (1985) view on 
the aspect of OI as stable, is widely questioned. The critique regarding the 
nature of this classical definition has maintained focus on the stable versus 
dynamic feature of OI, where many researchers find the aspect of OI to be 
dynamic and instable (Czarniawska, 1997; Hatch et al., 2000). According to 
Gioia et al. (2004), OI is now seen as more dynamic, which suggests that 
literature in line with Albert et al. (1985) claiming it is durable, is illusionary. 
The seemingly durable aspect of OI could be argued to lie in the stability of the 
expressions used by the organisational members to express what or who they 
perceive the organisation to be (Albert et al., 1985). However, the meaning of 
these labels changes, according to Gioia et al. (2004), and thus identity is 
mutable. Therefore, they argue, OI is potentially uncertain and unstable which 
implies OI may constantly be redefined and revised by organisational members. 
The instability of identity facilitates organisational change e.g. to adapt to 
environmental demands, as Goia et al. (2004) view. As they continue, there must 
be fluidity to OI or the organisation will stagnate and not be able to adapt to the 
inevitably changing environment. According to these researchers, researchers 
often downplay the dynamic feature of identity in order to facilitate 
measurement. 
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As argued by Albert et al. (1985), the endurance of the central and distinct 
characteristics representing the OI and the content is regardless of environment 
changes or industry related changes. But if some changes are occurring 
regarding some attributes of the OI, these are likely to be coherent with the past, 
thus Albert et al. (1985) view OI as path dependent. Ind (1997) views the 
identity of the company as very hard to change and thus relatively stable, which 
is in line with the original definition of the OI concept made by Albert et al. 
(1985). One of Ind’s (1997) arguments is the company history and the notion of 
identity as created by path dependency. The relationship illustrated between OI 
and the path dependency aspect seems to affect the view of OI stability at the 
same time as this aspect could be part of and the base for a competitive 
advantage discussion, since the history is hard to imitate (Barney et al., 2000). 
Because of path dependency, Ind (1997) argues, OI is very resistant to change, 
especially in well established companies. In that sense, the fluidity or stability of 
OI is company specific. According to Dhalla (2007), the OI is viewed as durable 
in one way but at the same time as more dynamic and flexible. Thus it is 
possible to influence in some way and can be strategically used in order to create 
this as a competitive advantage in practice (Barney et al., 1998; Barney et al., 
2000). This way of looking at the strategic usefulness of OI is supporting a more 
dynamic definition of OI (Gioia et al., 2000). But as Barney et al. (2000) argue, 
the OI can not be totally dynamic because if it is very easy to change, it would 
imply the easiness of imitation and thus not be a competitive advantage. 
Therefore, OI can be argued to be changeable within limits, as well as 
conceivably or partly company specific. 
 

3.4.2 Organisational Identity definition 

Summarizing the theoretical OI as described above, OI is the perceptions of the 
employees about what the organisation is and stands for as a whole regarding 
values, assumptions and beliefs. More precisely the characteristics representing 
OI are the perceptions regarding the characteristics of the organisation that are 
central, distinctive and enduring talking about the organisation itself. According 
to the enduring aspect, OI is now viewed as more dynamic within some kind of 
limits making the OI possible to influence, which in turn makes OI possible to 
use strategically. As a result, OI is of economical relevance in companies’ these 
days. Identity is viewed as reflecting the concrete business in another way than 
culture, which makes the OI possible to influence strategically, where as culture 
is not. Identity, e.g. OI, therefore tends to be more explicit and conscious while 
culture tends to be more implicit and unconscious, regarding the previous 
research, even though both are more or less under the surface of daily life. 
Identity, as a phenomenon, may be viewed as an underground and changeable 
phenomenon to be maintained and created by a culture frame in the first place. 
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3.5 Multiple Identities 
One important contribution to identity literature could be seen in the work of 
Balmer and Greyser (2002) with their framework of multiple identities, which 
incorporates different identity schools and includes both an internal and external 
perspective. Thus, both corporate (i.e. CI) and organisational identity (i.e. OI) 
are in focus jointly together in Actual identity, illustrated in figure 1, as 
presented by Balmer et al (2002). The idea behind their model or framework is, 
explained by this researcher couple, that organisations have multiple identities 
and if there is a misalignment between any pair of identities it could have 
negative consequences for the organisation, as it is argued to create dissonance. 
A misalignment creating dissonance between identities is displayed as a moment 
of truth. The key here is to manage a consistency between the identities (Ibid.). 
 
 

 
 
Figure 1 

 
The actual identity in The five identity framework by Balmer and Greyser (2002) 

According to Balmer et al. (2002) there are five identities in any organisational 
or corporate entity which are named; Actual identity, Communicated identity, 
Ideal identity, Desired identity and Conceived identity. Described by these 
researchers Conceived Identity is the perceptions and expectations by relevant 
stakeholders, reflecting image and reputation. The relevance of the stakeholders 
is here related to management judgements. The Desired Identity refers to the 
vision of the organisation from the top management perspective, while the Ideal 
Identity refers to the most favourable positioning in a given time based on 
rational analysis in strategic planning regarding current capabilities in relation to 
competitors. Key stakeholders here are therefore the CEO and the management 
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board. Communicated Identity is spotted through corporate communication and 
generally includes controllable factors as advertising, sponsorship and public 
relations. But it could also involve non-controllable communication as word-of-
mouth. The key stakeholder group here refers to internal marketing department, 
advertising agencies and media. The Actual Identity has a present perspective 
with focus on current attributes or characteristics. 
 
As presented by Balmer et al. (2002), the identities include internal stakeholder 
perceptions on corporate ownership, leadership style of management, 
organisational structure, business activities, range and quality of products and 
services, overall business performance and values. The key stakeholder groups, 
regarding the Actual identity are internal stakeholder perceptions held by 
management and employees, referring to the ones making the company (Balmer 
et al., 2002). Therefore the description by Balmer et al. (2002) of Actual identity 
is not to be perceived as OI since all internal stakeholders are included regarding 
the perceptions, like CEOs, different degrees of managers and employees, which 
is not the case regarding OI viewing OI as including employees only as 
explained by Hinn et al. (1994). As illustrated by Balmer et al. (2002), Actual 
identity is rather to be perceived as a mix between CI and OI even though the 
perceptions are central. The kind of identity which corresponds to the concept of 
OI is partly the actual identity though, and the concept of CI is further described 
as concerning all five identities (Ibid.).  
 
According to Balmer et al. (2002) the top management and the employees are 
included together in actual identity, which could be seen as criticized by (e.g.) 
Dhalla (2007) claiming the higher managers effect on the organisational member 
perceptions. In previous research regarding OI, the organisational members are 
mostly viewed as employees without management positions (BrØnn et al., 2005; 
Dhalla, 2007; Hatch et al, 2008; Scott et al., 2000). However, as claimed by 
Alvesson et al. (1992) multiple or dualistic identities seems to be common also 
speaking about OI due to different kind of businesses within the same company. 
However, multiple OI existence, which could be seen as promoting identifying 
with a part of the organisation rather than the organisation as a whole, leads to 
separation among the employees, which in turn could be seen as facilitating the 
creation of multiple OIs (Alvesson et al., 2008), as identifying is a basic human 
need (Ind, 1997). But it is common and natural that members disagree about 
who we are (Bunderson, 1998). Since the existence of OI is due to the degree of 
shared perceptions of what is central, distinct and enduring, a disagreement can 
be seen as representing a weak or non-existing OI, according to Whetten et al. 
(1985). 
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3.6 Degree of strength of the Organisational Identity 
The company history is an important part of the OI (Ind, 1997; Melawar et al., 
2006). According to Alvesson et al. (1992) history is influencing OI and is 
important to the development, as a rich history of traditions and memories 
support the organisation, where as consistency over time is important for 
employee perceptions. Further the business operations, what the product is and 
how it is used, visibility of end-usage and the attractiveness of the product as 
perceived by employees, the place in the supply chain, the possibility to view 
the own products value to the world, are important aspects influencing the OI 
(Ibid.). The organisational structure is also seen as an important factor 
influencing identity and OI in terms of hierarchy, concerning the geographical 
aspect as well (Alvesson, 2000; Melawar et al., 2006). The geographical 
position of the organisation as well as the concrete structure of departments can 
further be seen as influencing OI, both in terms of a sense of one entity as well 
as boundary settings determining the organisational boundaries, which is 
defining the organisation towards the outside world (Alvesson et al., 1992). The 
degree to which the OI characteristics are salient, stable and internally consistent 
determines the strength of the OI (Albert et al., 1985) and thus provides 
opportunity for internalisation (Ashforth et al., 1989). 
 
As presented in the first chapter in this thesis, there are several benefits provided 
by a developed strong OI, but a strong OI may also create change resistance and 
disadvantage (Alvesson et al. 1992, Barney et al., 2000). A facilitator for 
developing a strong OI may strategically create competitive advantage and could 
be seen in the degree of internalisation among employees regarding values 
created by the company (Alvesson et al. 1992). According to Alvesson & 
Willmott (2001), discussing the context of identity regulation, there is a 
difference between perceptions regarding the employee self in relation to the 
company since they separate whether there is a “we” or “the company” in 
discussions among employees. The degree of OI strength is an important source 
to identity work as members will perceive themselves as part of a greater “we” 
and experience closeness towards the organisation (Alvesson et al., 2008), 
which further become a part of internal employer branding work. This implies 
that a strong OI can become a platform for strategic initiatives (Alvesson et al., 
2001).  
 
However, if an organisation’s OI is not made explicit members will seek 
alternative identity sources as departments, specific projects, tasks or 
professions (Alvesson et al., 2008), as mentioned above, as it is a basic human 
need to identify with something (Ind, 2001), and the benefits will therefore be 
lost. It is viewed as common that employees identify with their position in the 
organisational hierarchy or their department/division, like sales, marketing or 
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production, rather than to the organisation as a whole (Alvesson et al., 2008). 
The degree of a shared identity across subunits is further dependent on 
organisational characteristics (Ashforth et al., 1989). It is further known as 
common that change processes create negative attitude, where as change 
resistant expressions like; It is no idea bothering since they will soon change 
again, will become a barrier for reaching the benefits of a strong OI, but change 
resistance could be seen as an expression for the negative side of a strong OI as 
well (Alvesson et al. 1992). Communication could at the same time be seen as 
central in order to make OI stronger (Heide et al. 2005). 
 

4 METHOD 
In this chapter we will account for our methodological standpoints, 
methodological choices and research proceedings in order for the reader to get 
a clear picture of we have made and why we have made certain choices. We will 
present our process, as well, when analysing our empirical findings and a 
discussion concerning ethical principles regarding our case will be counted for. 
In the concluding end of this chapter we aim to add a few aspects, which could 
be questioned regarding the method. This will include a discussion regarding 
the trustworthiness as well as there will be a critical reflection regarding the 
methods being used. 
 

4.1 OI investigation – a methodological challenge 
OI investigation is not an easy task (Ind, 1997). One major dilemma is to 
separate identity from culture (Hatch et al., 2000). A major breakthrough, which 
became a key in preparing our practical investigation, was to let the quality of 
the analysis highlight the differences between culture and identity. As noted by 
Alvesson et al. (1992), study identity will result in capturing both identity and 
culture, why the quality of analysis determines the distinctions. Thereby, we 
could collect a wide range of data with a seemingly open approach and “rest” on 
capturing quality in the analytical moment. In order to separate culture and 
identity one can also stress the knowledge of context specific aspects to be 
crucial (Alvesson et al., 1992; BrØnn et al., 2006). It is also important to be 
aware of the interpretative nature this implies and that we are not attempting to 
determine claims or theoretical thoughts, but rather develop an understanding of 
a phenomenon in relation to a specific context. Important to highlight is our 
ambition to increase theoretical understanding (and hopefully practical 
usefulness) rather than to generate proof in relation to previous research. In line 
with this, is the assumption and interpretation of the uniqueness of an 
organisation similar to the uniqueness of each human being, but in a 
metaphorical sense. Although the complex and abstract theory and lack of 
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previous similar research investigations, we saw the methodological choices as 
challenging but far from impossible. According to Whetten and Godfrey (1998), 
searching for an identity, regardless of individual, groups or organizations, may 
either generate a troubling ambiguity or a deep insight. Addressing the previous 
research area we can see why. 
 

4.2 Methodological standpoints 
Here, our view on reality, choice of research design as well as our research 
approach is presented. Under each heading, arguments supporting our 
viewpoints, will be presented and discussed. Thereby, we provide the reader an 
understanding of our methodological standpoints, which have been the stepping 
stones for our research process. 
 

4.2.1 Reality as a social construction  

We view the reality as a social construction, which has guided our way of 
approaching this research from initial observations and interviews to our 
analysis and interpretations. We share this ontological standpoint with Alvesson 
et al. (1992) who approached a similar topic, where as the perceptions are not 
necessarily the same for every employee. Reality is here viewed as subjective 
and not stable or measurable in terms of numbers. The truth is therefore viewed 
as existing in the eye of the beholder and is not applicable on the world in 
general (Hinn et al., 1994). Perception is here reality, in that the employee 
perceptions display their reality which may differ among employee groups. 
These perceptions are later interpreted by us, as researchers, which makes the 
process subjective. The subjectivity could be viewed as strong in culture 
scientific work and could therefore be seen in the same way regarding identity 
scientific work as well (Alvesson et al., 1992). In order to make this thesis as 
transparent as possible, and in order to handle and manage the subjective 
element, we have the ambition to show the procedure, choices and steps in this 
research as clearly as possible. 
 

4.2.2 A mixture of inductive and deductive design 

Historically there are two main and different approaches grasping the reality. 
One way is to start in theory before collecting empirical material, which is called 
a deductive approach (Jacobsen, 2002). The other way is to do the contrary, 
starting out in the reality collecting the material and then finding support in 
theory which is referred to as the inductive approach (Ibid.). Another 
methodological design is a combined view or mixture of the inductive and 
deductive approach which is recognised as an abductive approach (Alvesson & 
Sköldberg, 1994). In this design, the researcher uses the empirical material as a 
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platform without rejecting theoretical assumptions (Ibid.). This could in our 
study be viewed as a design of choice, but as we see it, that would be to create 
an easy way out. The design in this study can rather be seen as shifting between 
inductive and deductive approach during different stages of the research process.  
 
During the initial phase of the study we needed to find support for the existence 
of the phenomenon organisational identity, as we referred to as OI, and how to 
theoretically understand it. However, we soon realized that the literature 
regarding identity and organisations was quite difficult and somewhat abstract. 
That is why we initially wandered around in the jungle of organisational identity 
aspects and culture theory in order to gain a theoretical picture of this area. This 
phase was quite extensive and a lot of time was spent on reading literature 
before collecting any kind of empirical data. During this phase of the thesis, we 
created a theoretical platform which, according to Jacobsen (2002), could be 
described as a more deductive approach. This extensive literature search 
provided valuable insights in how to approach this abstract phenomenon. As 
described earlier, identity and culture are closely related and even intertwined to 
some extent, which called for a more open approach when collecting the data. 
The fact that each organisation’s identity is unique called for additional 
openness and cautiousness. Therefore the next phase collecting the empirical 
data could be argued to be inductive, according to Jacobsen’s (2002) 
terminology. 
 
In a sense we could argue that the second stage was extremely open, inductive, 
since we did not have a clue of what to really find. However, it is important to 
know that the argument for being as open as possible as we have presented, 
stems from our deep theoretical knowledge. Thus, we approached the reality 
wearing theoretical glasses. On the other hand, one could argue that an 
awareness of a need to be extremely open towards the reality is better than being 
open without knowing why. As noted by Jacobsen (2002), a researcher will 
always be coloured by unconscious interpretations. Researchers are arguing 
about the possibility of being open in the way the pure inductive design refer to, 
claiming that researchers will always limit the information in one way or 
another, conscious or unconscious, and need to do so in order to gain quality 
(Jacobsen, 2002). Thereby, we argue that it is better to have an awareness of 
what to be open for to the greatest extent than to not have awareness at all. Our 
theoretical platform, which we developed prior to the data collection, gave 
insights of the close relationship between culture and identity as the material 
would gain attributes regarding both of these concepts. Separating culture and 
identity is further, according to Alvesson et al. (1992), done in the analysis. This 
gave further support for our choice to be open towards our research target, as we 
were aware of collecting information about both culture and identity. Because of 
the high complexity regarding OI, we did not see the possibility to limit the 
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information any more in order to get quality by not missing the appearance of OI 
itself. An important factor, in order to separate culture and identity, was to 
collect information about the environment and the unique contextual 
characteristics, which was done initially in the research process. In sum and in 
order to describe our research design, we argue for a deductive approach 
initially, which led to a very open approach, inductive, in the data collection 
phase. 
 

4.2.3 The usefulness of the Qualitative approach 

As the aim of our thesis is to find a deeper understanding of a complex 
phenomenon, which is somewhat hidden for us, we find the qualitative approach 
the most suitable. Since a large portion of what we are trying to explore is 
unconscious, such as deeper values of the organisation and behaviours in some 
way, a qualitative approach will allow us to understand this, which a quantitative 
approach would have trouble to do (Alvesson et al., 1992; Ind, 1997). Further, 
the qualitative approach is the most appropriate, Jacobsen (2002) claims, 
supported by Alvesson et al., (2002), when the researchers do not know much 
about the phenomenon and needs to open up for new information to come, 
which is the case for us. Further, the open-ended nature of this approach makes 
it possible for the analyst to probe in depth the assumptions that underpins the 
values as well as seeking explanations in culture background among other 
sources of explanations (Ind, 2001). Central in the area of identity-related 
science is that symbolic and behavioural patterns could be viewed as “carriers” 
of the organisational reality. Therefore, Alvesson et al., (1992) argues, meaning 
is included in organisational phenomenon, which character of inter-subjectivity 
can not be captured through objective and visible characteristics. 
 
However, there are researchers, like Jerold (2004), who tend to view 
fundamental values as measurable and thereby possible to be investigated by a 
quantitative approach. This study is based on an assumption that there are a 
fixed number of values collected in what are to be seen as a value base 
representing all possible outcomes, i.e. value theory. This theory builds on a few 
characteristics, where as one of them is that every person poses a few number of 
fundamental values each, even though the characteristics differ from person to 
person (Jerold, 2004). Viewing deeper values as explained here, creates a 
question mark surrounding the results of this study though. If the values, 
regardless of the pure existence of a value base or not, the question to ask is if it 
is even possible to measure values that some one is not aware of having. 
However, we do not view the quantitative approach as suitable for fulfilling our 
research aim. One of the reasons is the importance of the context in exploring 
and understanding OI results (Alvesson et al. 1992). To be able to get a deeper 
understanding of OI there is a need to get a grip of the space between the person 
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and the context surrounding him, (Ibid; Jacobsen, 2002), which we, as well as 
Alvesson et al. (1992), view as a necessity in a case study of this kind. 
 
The summarised arguments for using the qualitative approach support this 
research method as a suitable choice in our case, reducing the ambiguity 
concerning the OI concept by making it available. However, there are things to 
be aware of when making this choice. The constraints of this method as we 
recognised, unavoidable regarding the area in this thesis though, was the large 
amount of material we ended up with. This is often recognised as a problem as it 
makes it difficult for the researcher to create a structure in the material as well as 
the time consuming factor (Bryman, 2001; Jacobsen, 2002; Wibeck, 1999). 
Because of the volume, the empirical material can not lend itself to be easily 
codified or measured, why the development over the past two decades has been 
towards more quantitative methods regarding the strategy research field, 
according to Stimpert, Gustafson and Sarason (1998). Thereby, they claim, 
studies in OI have been building a bridge between two important strategy 
research traditions, while keeping the richness at the same time as creating 
measurable results. But the challenge in our case still remains – How do you ask 
questions when the members answering are not aware of the answer to give? 
The answer to that question guided our choice of method. 
 

4.3 Case study to resemble uniqueness 
Most attempts investigating OI have been based on case study methodology 
(e.g. Alvesson et al., 1992; BrØnn et al., 2006). The advantage of this method is 
the opportunity to get the perspective of the organisational members at the same 
time as gaining contextual understanding. The opportunity of interaction and the 
appreciation of how the history and the context have been shaped made this 
method highly suitable among strategy researchers (Stimpert et al., 1998). The 
phenomenon of focus in this thesis, OI, is to be considered as contextually 
bound which explains the commonness of case study as each identity is to be 
considered unique (Alvesson et al., 1992).  
 

4.3.1 Why just one Case? 

We have chosen a single case in order to provide depth to the empirical base and 
gain a deep understanding of the OI phenomenon in relation to a specific 
context, which is needed in order to explore OI and the containing 
characteristics. As there is no clear theoretical model of how to measure OI, we 
can not just go out and compare different cases with each other. As we want to 
contribute and provide some clarity to the theoretical confusion of what OI 
actually contains we find it highly relevant to explore one case deeper. We will 
emphasize employee perceptions, the collective subjectivity as called by 
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Alvesson et al. (1992), focusing on collective perceptions in relation to a 
specific context in order to explore the understanding of OI. Additionally, the 
close relationship between culture and identity and the overall complexity within 
this concept relationship implies that separation, and their influence on each 
other, requires deep knowledge and insight in the organisational reality. 
Organisational phenomenons are charged with meaning and significance and an 
inter-subjective content which is not possible to objectively determine (Alvesson 
et al., 1992). Eisenhart (1989) promotes multiple case studies as it provides 
opportunities to create theory through replication and extension. On the other 
hand Dyer and Wilkins (1991) argue for the potentials of single cases as these 
provide deep descriptions and good storytelling with theoretical importance. 
Although we are attempting to create theory through deeper understanding but 
the previous research confusion implies the platform for investigation to be 
blunt and thus our work might be seen as contributing to a platform for further 
multiple case study use. Thus, we think we can deliver deep insights by 
investigating a unique case and focus on contributing results with theoretical and 
practical importance. 
 
However, a single case provides an opportunity to apply general principles to 
specific situations creating insight, knowledge identifying and commenting on 
relevant issues in light of relevant theory and research. It also provides the 
creation of appropriate strategies for coping with specific problems in a specific 
industry or field, which is not possible using a multiple approach (Jerold, 2004). 
In the long run, we see an interest in comparing OI investigations in companies 
within the same business area, but initially, we see the need of a deep 
understanding of the phenomenon to be able to compare and analyse multiple 
objects. A comparative study within the same business area is of special interest 
since the result of different OI regarding the content will facilitate to define 
those characteristics that are unique, distinct and enduring in a specific company 
(Alvesson et al., 1992). In order to do so we see a need to start out with one 
single case to be able to define the OI and make the findings possible to 
contribute to the research field. 
 

4.4 A methodological toolbox for collecting data 
Studying a complex phenomenon as identity calls for organizing, planning and 
formalizing, regarding methods (Alvesson et al., 1992). Primary research, when 
the researcher takes part of the written material in the organisation (Ind, 1997), 
can be viewed as one important part of brand related, like identity, research as 
the principles stated by the organisation can be closer to the myth than to the 
reality. But if the researcher only does desk research and / or published media 
comments, he/she will only capture the myth and not reality (Ind, 1997). 
According to Ind (2001) there is no best way looking for answers, but one 
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method that has proven to be effective in brand related research, as identity, is 
one-to-one interviews with senior managers to determine their organisational 
perception (Ind, 1997). Interviews are in many ways a method recommended to 
capture perceptions (Hinn et al., 1994; Wibeck, 2000). There are several 
methods that have been used in cultural and identity research as action research 
(e.g. Ind 1997), the value funnel model (BrØnn et.al., 2006), participating 
observations (Alvesson et al., 1992) and laddering techniques (Ind, 2001). 
However, all of these methods either require a lot of resources like time or 
technical instruments like computer access, which is beyond our possibilities. 
Additionally, the safety regulations at SHT further limit our possibility for 
practicing action research and participating observations. Nonetheless, when 
viewing similar studies as mentioned above we see several different methods 
possible. Thus, there is a need for a mix of several methods fulfilling the 
investigation purpose. According to Alvesson et al. (2001) there is a need for 
combining different sources of information like observations, desk research and 
different kind of interviews to get as reliable results as possible. However, we 
had to consider the practical time frame as well as the unique environmental 
factors present at SHT, when selecting which data collection methods to be 
included in our methodological toolbox. 
 

4.4.1 Getting to know the context 

As described earlier in this chapter, an understanding of the context of SHT was 
a central part in our study. As each organisation can be argued to have its unique 
history and characteristics the OI will be unique as well, the question is to what 
extent. Initially, basic information about SHT was collected through desk 
research. We also performed informational interviews with employees at 
different levels of the organisation to get a more nuanced picture of the context. 
Basically we performed five one to one interviews of that kind with five 
different managers or persons in charge regarding a certain kind of information 
area. The areas of concern were EHS (i.e. the concept of environment, health 
and safety), Production quality regarding processes, Genesis (i.e. a lean 
production strategy based on the Toyota way), Communication and IT. The 
length of the interviews was between 30 minutes and 2 hours. The importance 
was basically to get information about the company goals, strategy and local 
work concerning implementation surrounding this area as we view the 
importance of getting to know where the company is today and the importance 
of different strategic aspects in order to understand the company platform. The 
three areas presented as EHS, Production quality and Genesis were basically 
viewed as the company platform while Communication is an area concerning 
the CEO communication regarding messages to the employees and available 
ways for communication. Addressing these aspects the area of IT is to be seen in 
the same way. To remember and complement these interviews, we kept a form 
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of diary, which included all kinds of observations we gained from the visits at 
SHT. These methodological tools helped us to understand the contextual 
attributes and the unique circumstances at SHT. However, this was not enough 
in order to understand the organisational identity at SHT. As noted by Ind 
(1997), one to one interviews and desk research will run the risk of only 
catching the myth and not the reality. So, in order to dig deeper into the OI of 
SHT we decided to add a methodological tool, focus groups, which became the 
base for our results in this study. 
 

4.4.2 Focus groups 

In order to get a grip of the employee perceptions we decided to use a form of 
discussion groups with the employees, since discussions in groups could be 
viewed as a good way to understand employee perceptions of the organisation 
(Ind, 2001; Wibeck, 2000). The complexity, depth and abstract feature of a 
phenomenon as identity support the use of a discussion based social construction 
of the organisational reality (Alvesson et al., 1992). A certain kind of group 
discussion in interview form is called focus group. These groups differ from the 
group interview as the focus group is a group gathered together to discuss 
around a certain topic, in comparison to a group that have been put together only 
to discuss what is in their best interest (Wibeck, 2000). Another author, Lynn 
Michell, adds another angle viewing focus groups as containing group members 
who has an on-going social contact outside the research context (Barbour et al., 
1999). The discussion groups we set up can be described as focus groups in line 
with both Wibeck’s (2000) and Michell’s (Barbour et al., 1999) definitions.  
 
Our choice of using the focus group as the main method in this case has several 
reasons. Compared to individual interviews a focus group interview is able to 
catch processes of emotions and multiple views within a group context (Morgan 
& Kreuger, 1993). As SHT is a relatively large organisation, a discussion based 
forum as focus groups enabled a relatively quick data collection in relation to, 
for instance, one to one interviews. Thus, we were able to include a large portion 
of employees. According to Morgan et al. (1993) focus group interview saves 
time by gaining a larger amount of information from a large group of people 
quicker. Focus groups can also involve different groups of people, why it is also 
possible to create hybrids of this method (Barbour et al., 1999). Furthermore, 
focus groups are broader than individual interviews when it comes to capturing 
what is unconscious operating in a given context (Ibid.). Another benefit is the 
possibility of studying the meaning of silence (Morgan, 1988), as silence could 
be useful and important in order to detect whether a statement is to be viewed as 
group representative or more concerning a single participant. We further made 
this choice for the possibility of providing an opportunity to better understand 
the gap between what people say and how they act (Lankshear, 1993), since 
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acting is central for showing identity aspects (Ind, 2001). Given the presented 
benefits as well as the contextual characteristics of SHT and the difficulties 
surrounding identity as a phenomenon, we see focus groups as a preferable 
choice of method in order to dig deeper into the organisational core uncovering 
the OI. However, this is not to say that we undermine the usefulness of the one 
to one interviews, observations and desk research we also performed. Instead we 
believe that the mix of these specific methodological tools ensures quality and 
reliability to our results in this case. 
 

4.4.3 The focus groups at SHT 

In total, eight focus groups were selected. According to Wibeck (2000) there is a 
need for at least three groups in order to secure validity, but the researcher must 
also be aware of the time consuming effect this choice of method will have. We 
recognised the time consuming factor due to the amount of employees as well as 
our research aim choosing this method. We can see that the number of focus 
groups we interviewed is sufficient regarding the complexity of the identity 
phenomenon and the specific geographical situation surrounding the company as 
well as the size of it. As noted by Wibeck (2000) the adequate number of groups 
depends on the complexity of the phenomenon being studied. The groups were 
selected in order to represent the company as a whole and are in this case 
divided in two main groups regarding the union belongingness; blue-collar 
workers and white-collar workers. According to the employee number 
relationship between white- and blue-collar workers we chose to select two 
focus groups containing white-collar and six containing blue-collar in order to 
get representative groups. Further, focusing on the six focus groups containing 
blue-colour workers the groups were distributed to represent different 
departments as well. Two departments hold twice as many employees as the 
third, as both are represented by two focus groups each and the third department 
by one. The last department, function as a service department, is seen as a 
special function represented by a focus group of its own. The same idea is 
behind the distribution of the white-collar workers into two different focus 
groups as one is containing white-collar workers in non managerial position and 
the other one the ones who have a managerial position. This separation is done 
in order to create group homogeneity and facilitate the analysis of OI and create 
a possibility detecting multiple OI definitions. The purpose of creating 
representative focus groups was here to get a view of the OI of the company, 
why we in the way it was possible transferred our results to represent the 
organisation as a whole. This choice to handle the participants in order to create 
company representativeness is designed together with the HR department at 
SHT.  
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Further, each group contained between four and six participants each, which is 
in line with the statement by Wibeck (2000), claiming the group to not contain 
less than four and not more than six participants. According to Wibeck (2000) 
the logic behind this is built on social psychology as a group of three have some 
natural communication barriers creating one of the members balancing the other 
two and a group of seven or more will create sub-groups where people talk in 
small groups instead of participating in the big one. The focus groups could in 
theory be combined in many ways. According to Barbour et al. (1999) people 
could be combined differently in a focus group according to homogeneity or 
heterogeneity depending on age, experience, education or function for instance. 
Group members could also be combined according to whether group members 
know each other before the focus group interview or not (Barbour et al., 1999; 
Wibeck, 2000).  
 
How to put people together depends on the subject being discussed as well as 
the aim, but there are benefits of using groups where the members know each 
other since before, especially if the topic is somehow sensitive, though they 
would not be shy for each other, but it will also make the recruitment process 
easier (Wibeck, 2000). We have chosen to use already existing groups as we 
used the shift teams or combined people that had a natural collaboration in their 
daily work or were working in the same building at the same shift schedule. 
Existing groups know each other and are not afraid of discussion, but there is 
also a fragment of what to call “natural data”, though the group members will 
act natural like they do in a working situation for instance, which is a very 
important reason for us in this case as we wanted to catch much of the acting in 
work to observe conformity between shared assumptions, like values, and 
behaviour in daily work (Ibid.). These constellations will enable the researchers 
to get a grip of the surrounding social context (Ibid.), which would fulfil two 
important purposes for us. First; it will help us separating identity from culture 
and second; it will also contribute by providing a grip of the perceptions of OI as 
the phenomenon as well. 
 
Another challenge in this environment was to find a place that the participants 
found familiar and felt safe in. In the way it was practically possible we aimed at 
selecting a room in relation to the employee groups daily work environment. 
According to Barbour et al. (1999) earlier studies show that people have a 
tendency showing up more often when the place is easy to reach and feel well 
recognised. At the same time there is a need for silence and a place where the 
group is not going to be interrupted, where the ideal room needs to be 
comfortable and quiet (Ibid.). In order to create a comfortable and quiet 
environment we chose location accordingly and served coffee and cookies. The 
latter might sound silly, however we saw the simple act of serving coffee and 
cookies to function as a relaxing and comfortable making function. The focus 
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groups were all about 2 hours, give or take 15 min. About the length of the focus 
groups interviews, it could be a research advantage if it lasted between two and 
two and a half hours, instead of one to one and one a half which is 
recommended by Wibeck (2000), to make sure everybody in the group get the 
chance to say what they have to say (Ind, 2001). We also chose to record all of 
the focus group sessions. Wibeck (2000) see recording as necessary as it will 
contribute to the intern validity by facilitating the transcriptions and making the 
analysis more precise. 
 
In order for the discussions to be as productive as possible as well as creating a 
comfortable atmosphere we planned our level of involvement. When defining 
our roles performing the focus groups, we chose one of us to lead the discussion, 
acting moderator, and the other to observe making notes of what could be 
interesting and useful but might not be caught on tape. The role of the leader 
was more as a coach steering the discussion in accordance with time and our 
interview guide. In terms of the researchers roles there is according to Wibeck 
(2000) a benefit from having a minimum of leading and controlling from the 
moderator, which she describes should be acting with a minimum of interaction. 
As we saw the participants as the experts and wanted them to speak freely and to 
each other as much as possible in order to catch patterns and keys defining the 
OI even though we also needed to be aware of the high risk of the minimum of 
control in the situation (Ibid), we saw the coacher perspective as perfect. We 
recorded every focus group interview being done as well as did transcriptions in 
a latter stage. The recording is to be seen as the primary data, why it is important 
to listen to the tape over and over again, as new reflections will come in the 
process (Wibeck, 2000), which we recognised during the transcription phase.  
 
 
4.4.4 Participants representing SHT 

In the six focus groups of blue-collar workers there are a total of 30 participants, 
of which four are women. 29 of the participants in this group live in the county 
of Finspång and most of them are born there. Vast majorities are working as 
machine operators; the others have job assignments regarding all production 
departments according to different vocational areas like electrics, mechanics etc. 
connected to the HU department. The work experience in the company is 
varying according to both units within departments as well as within 
departments themselves. Most participants have worked a majority of the 
employment within the same department. Regarding experience from different 
departments half of the participants have been working in another or other 
departments as well. Only a handful of participants, of the ones which have only 
experience from the same department, have worked in different units within the 
department, the rest have been working in the same unit all of the employment 
as well. Regarding the number of years as employed the years of experience is 
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varying between two and 31 years. Among all 30 participants; 12 have worked 
20 years or more and nine equal or less than three years. 
 
In the two focus groups regarding white-collar workers there are 11 participants, 
of which three are women. Seven of the participants in this group live in the 
county of Finspång, four have to travel every day going to work. Five of the 
participants, all in the same group, have a managerial position. The work 
experience in these groups is varying according to both units within the 
department as departments themselves. Four of eleven participants, represented 
in both groups, have experience from production work in other departments 
besides the one they are working in today. Regarding the number of years as 
employed the number is varying between three months and 26 years. Three 
participants have worked for more than 20 years and five equal or less than three 
years. Summarizing the total number of blue-collar and white-collar workers 
there are 41 participants representing the SHT employees. 
 

4.5 Structure of the focus group discussions 
In order to minimize the risk of moderator interaction we established a rough 
structure. Wibeck (2000) talks about unstructured or structured interview guides, 
where she views the degree of structure as related to the role and involvement of 
the moderator, claiming the more the moderator is involved the more structure 
the interview guide has. The biggest advantage using as loose structure as 
possible is the unique opportunity of analysing the participants own interests 
(Ibid.), which was what we aimed to do. According to Alvesson et al. (1992) it 
could be viewed as better talking about half or weak structured interview guides 
instead, as it is common to have some areas that is wanted to be discussed but a 
minimum of specified questions, if any. In our case, we would call the structure 
of the interview guide informal or weak and definitely unstructured using the 
description presented by Wibeck (2000). 
 
The structure of the focus groups discussion can be described as divided into 
three main themes. The first was concerning discussions about daily work as the 
participants freely discussed aspects related to their daily work situation. This 
initial part of the session was also to build confidence among the members and 
to stimulate further discussion. This first part started with a discussion about 
daily work. The idea behind this first part was that a discussion about daily 
work, with examples of common situations, would be a complement as we lack 
the possibility to see for ourselves participating in observations like action 
research. The second part included a stimulus influenced as an exercise 
concerning perceptions regarding a typical SHT employee, which included 
drawings, notes and discussions around characteristics and personal qualities of 
importance. Once again, a part of who we are would be discussed but from 
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another angle. One could describe this as a kind of work shop, aiming at creating 
involvement from all members. The third and last part was to describe SHT as a 
car in order to stimulate thinking outside daily work as well as considering the 
organisation as a whole from another perspective than ones own position or 
situation. Stimulus materials can be introduced in the form of literature, 
advertising or film with the aim of provoking a response according to Wibeck 
(2000), which we choose to use addressing the car discussion. Whatever is used 
should be used to wake up questions and discussion more than providing straight 
answers (Ind, 2001; Wibeck, 2000), which we had in mind. To defend our 
choice of research guide we could argue a combination of stimulus materials as 
possible to use during the same focus group occasion according to Wibeck 
(2000). Interaction shifted between groups and called for adjustment from the 
moderator in every occasion. Because of the minimum of questions we used 
there was a need for the moderator to steer the discussions relating to the three 
different parts. 
 

4.6 Our procedures and analysis of data 
Initially, we attempt to draw a picture of the reality at SHT from our empirical 
material which we used to create further theoretical understanding. Therefore, 
besides being problem-driven, we argue that what we have done here is to focus 
on generating a theoretical understanding through an in depth study rather than 
validating theory only creating practical solutions. According to Alvesson and 
Sköldberg (2000) grounded theory emphasizes on understanding symbolic 
meanings in social interaction generating theory rather than validating support. 
Our approach could therefore be seen as using ideas of grounded theory. 
 
When interpreting the data collected we analyzed the empirical findings in 
relation to the context. Thus, we aimed at generating an understanding of the 
data from the perspective of the employees, considering the unique historical 
and social context of SHT. Interpreting data from the viewpoint of the creators 
of the data is called taking a hermeneutic viewpoint (Bryman, 2001). As noted 
earlier in this chapter we were well aware of the fact that we would collect a lot 
of information and that it would contain facets of both OI and culture. In a sense 
we could see the desk research, observations and the one to one interviews to 
serve as a platform for historical and contextual understanding of the SHT 
reality. This functioned as a facilitator in viewing the results gained from the 
focus groups in the light of the unique history and context of SHT. However, the 
rich material retrieved from the focus groups provided a deeper understanding of 
what could be interpreted as culture and which aspects to be viewed as more 
identity related. Thus, the methodological mix served as validating each other as 
well as providing us the specific SHT glasses when interpreting the results. In a 
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view of critical hermeneutics a social phenomenon should always be viewed in 
their historical contexts (Alvesson et al, 2000).  
 
When analysing focus groups it could be good to start out with an analysis of the 
substance or concrete content according to Wibeck (2000). The level of 
transcription can differ and may either be on what they spoke about or how 
(Ibid.). The process of analysis is mostly parallel to the transcription phase 
(Ibid.), which was the case for us as well. The focus here was on what they were 
saying in order to get a grip of the material, but it was important to be aware of 
the interaction occurring in the group as well as Wibeck (2000) describe. 
Important was also to stay flexible in the choice of method regarding analysis 
(Ibid.). The research could benefit from using different kinds of analysis 
methods at the same time and the researcher should not be afraid of using 
methods being created of its own even though it could be good to start out with a 
well known method as categorisation (Ibid.). As we started out identifying 
different work related areas and searched for similarities between the groups we 
certainly gave proof on the categorisation method being used as we marked 
different statements in different groups with separate colours on the computer 
and then started to cut them out and put them into different categories ending up 
with hundreds of rainbows. As we continued the similarities as well as the 
definition of OI, as separated from culture, between the groups became 
visualised. 
 

4.6.1 The structure of focus group discussions – an important guidance for the 
data analysis 

We gave proof of using our creativity and fantasy as we tried to create valid data 
in order to get a grip on reality. Therefore we focused a lot on asking 
participants for examples related to the work assignments as we worked within 
different blocks. As behaviour is seen as providing a central and fundamental 
part of OI, as employee and management behaviour are important representing 
actions that display identity (Alvesson et al., 1992; Ind, 2001; Melawar et al., 
2006), it was important for us. When constructing the interview guide we had 
the analysis in mind, which was very important as it is the quality of the analysis 
that will provide the quality of the results (Alvesson et al., 1992). As we 
constructed the interview guide we had thoughts about the three blocks as we 
saw the first block as important bringing us a deeper understanding of the 
context and letting the participants speak about daily work. By creating this part 
it became representing the work behaviour as we did not have any possibilities 
doing participating observations in this environment. This part was further 
extremely important for us in order to identify unconscious values and norms 
and thereby be able to separate identity from culture.  
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The second part of the interview guide was more directly creating a part of how 
the participants view the work focusing on important skills and personality 
abilities required to be able to do a good job. Speaking about what they see as 
required for holiday workers to be able to do a good job, later led the discussion 
in to how they are themselves and skills they have as employees, which gave us 
important information about the employees norms and values and therefore also 
partly the OI at SHT. The last block in the interview guide was aimed to give us 
an inside picture of how the participants and the employees view the company 
itself. In order to get the real picture, and not the want-to-be or media produced 
picture, we made the discussion symbolized as a car and asked the participants 
to do comparisons with the company and asked them to explain why. 
Interestingly we had the opportunity to hear several groups talk about other 
companies and further compare SHT with other Sapa companies’ which further 
gave us the employee perceptions about the SHT picture. We thereby caught a 
new dimension naturally, by making the participants talk about the company in 
another way.  
 
The employee perceptions about the company are not to be mixed up with 
getting a picture of the image. This is another reason for us using the car 
imagination as it was used in order to reduce conscious image picture. In the 
analysis we had the idea of comparing perceptions relating the first block with 
perceptions stemming from the third, in order to define values exemplified as 
behaviours in daily work. By this idea we perceived a higher degree of validity, 
as the material was validating itself. All of the three blocks were used in order to 
catch OI from different angles, and if we found a match between facts regarding 
all perspectives we saw the facts as validating each other. Finally we view the 
common discussions about if the employees read newspaper magazines about 
the company – how and if – as another source showing engagement and interest 
of the company.    
 

4.7 Ethical principles 
Throughout our research, we have considered research ethics in accordance with 
four research ethical standards; Information, Consent, Confidentiality and 
Usufruct (Bryman, 2001). All participants involved have been informed of the 
research aim as well as their freedom of choice regarding participation and the 
right to end participation at any time. Information regarding our research 
purpose and intended research process was given to the employees during 
morning meetings, message on the intranet, i.e. HeatNet, and by e-mail. This 
fulfils the ethical principle of information demand as described by Bryman 
(2001). As presented, the participants have been given the right to decide over 
their own participation, which is in line with the principle of consent (Ibid.). All 
information about participants has been handled with confidentiality, both 
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internally within as well as outside of the company. This is in line with the third 
ethical principle known as confidentiality (Ibid.). All information collected 
throughout the study has only been used for research purposes, which fulfils the 
principle of usufruct (Ibid.). We started each focus group session with 
information regarding these four ethical principles and were open for question 
regarding the meaning and interpretation of these. Important to notice here is 
that one participant chose to leave a group discussion after we told about the 
voluntary nature. 
 

4.8 Method discussion 
Initially, there is an importance to be aware of the difficulties concerning 
uncovering identity, which can be seen from the rarity of methods applied in 
previous research (e.g. Alvesson et al., 1992; BrØnn et al., 2006). The rarity of 
proven models makes the methodological choices seemingly difficult but at the 
same time induces the possibility for creative thinking and opportunity for 
uniqueness. However, we see a need to approach the area of OI with a great deal 
of respect and thoughtfulness due to the complexity and ambiguity surrounding 
this phenomenon. The wide array of research areas approaching the concept of 
identity and organisations has resulted in confusion between CI and OI, which is 
at the same time evidence for the complexity of this kind of research. 
Additionally, the intertwined relationship between culture and identity, as well 
as within the OI concept itself, calls for extra cautiousness when it comes to 
choice of methods. As both culture and identity could be, at least partly, 
occurring unconsciously and seem to be out of the awareness of the employee 
mind, the research conditions surrounding this area are very difficult to handle 
(Alvesson et al., 1992; Hatch et al., 2000; Rindova & Fombrun, 1998). Despite 
of the difficulties we would like to present a critical reflection regarding some 
specific elements concerning this thesis, which will hopefully contribute to the 
trustworthiness of the study being done.  
 

4.8.1 Reflections concerning methodological choices 

There is a possibility to question the use of a single case and not multiple cases. 
We have chosen to use a single case as we have trouble defining a research 
platform, as several other researchers (e.g. Dhalla, 2007) view a need to create 
some kind of starting point in order to reduce the ambiguity surrounding the OI 
concept. As highlighted in the method above, a single case is providing depth 
rather than width, where as we view that kind of information provided by a 
single case as needed at this stage. We see the benefits of using a several case 
study approach as facilitating OI investigation for instance, in order to practice a 
created model primarily. However, finding unique characteristics could be 
universal – in this stage, having multiple definitions of OI regarding previous 
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research, we see the need of a starting point which is provided using a single 
case. As we see it, the result of a single case study at this stage could in a latter 
stage be brought into a multiple practice, using multiple case studies in order to 
create a deeper theoretical understanding, even though we do not want to say 
that multiple case studies would not bring light into this area at this stage either. 
 
There is not one best way investigating OI regarding methodological choices 
(Ind, 1997). This is further to be seen exemplified as methodological mixes, as a 
use of several methods at the same time is common talking about brand 
research, which is known as triangulation (Bryman, 2001). We used some kind 
of triangulation in this thesis, which is supported by Alvesson et al. (1992) as he 
claims is needed in order to define the results. We could therefore claim the 
importance of our proceeded desk research, one to one informational interviews, 
observations and the use of a memory diary providing contextual knowledge 
preceding the focus group discussions and analysis of the empirical material. 
Thus, one could argue for other alternatives than our core method, focus groups, 
as capturing the phenomenon organisational identity in another way. For 
instance, Ind (2001) argues for the value of one to one interviews. However, we 
argue for the choice of focus groups to be suitable and defended by two main 
reasons. First, as this phenomenon is surrounded by a great deal of vague and 
unclear OI concept definitions a group would be helpful guiding the members as 
providing them some kind of discussion frame work. Secondly, we saw the 
number of employees being necessary to involve at SHT, as too many than the 
practical time frame available could handle. 
 
When it comes to our choice of focus groups there are a few pitfalls. As we used 
already existing work groups, there is a risk that the groups will put their work 
relations into practice in the focus groups resulting in people acting in a certain 
role limiting the information to come. However, we see the benefits of a 
comfortable setting in the use of already established groups. Further, because of 
a wish to avoid conflicts, the groups might avoid some sensitive discussions if 
the participants would be unknown for the employees involved, as strangers 
seem to have trouble discussing sensitive subjects according to Wibeck (2000). 
The need for the moderator to be very observant regarding potential avoidance 
of subjects and silence are therefore very important (Wibeck, 2000). There is 
also a risk that subjects being brought up require knowledge about the 
surrounding environment in order to be understood by outsiders, like us, as 
nobody explains or say anything about it (Ibid.). We tried to handle the 
mentioned pitfalls by an extended awareness. In practice, this was handled in 
two ways of acting; first, we stayed alert and tried to act immediately in the 
focus groups when we judged it was needed; secondly, we aimed to clarify 
and/or follow up different opinions and see if it was agreed on by all members in 
each group. The moderator also tried to invite all participants to the discussion 
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by stimulating a constructive discussion as we saw an importance of statements 
to be approved and agreed on by all members in the group in order to create 
group representativeness. 
 
One could further be critical to our investigation as we do not focus on 
comparisons between groups or departments, even though differences were used 
as guidance in order to define our results. We are not focusing on comparing 
different groups with each other since we, as a step towards creating deeper 
understanding in this research field, try to define OI at a specific company in 
practice as a stepping stone being used. Therefore we focus on similarities rather 
than differences. As the aim of this thesis is partly to define OI by investigating 
OI in practice we see this focus as needed, as OI could be defined as shared 
employee perceptions, in order to create a deeper understanding of the OI 
concept. 
 
As a result of the discussion, concerning methodological choices above, another 
issue needs to be highlighted. This is concerning the nature of identity and 
culture as our methodological choices have been guided from these perspectives. 
As identity and culture are often blended and hard to separate (Hatch et. al., 
2000, 2004) and could be viewed as underlying and unconscious among the 
employees in daily work (Fiol et. al., 1998), there is a twofold researcher 
dilemma in order to capture the phenomenon as there is a need for the use of 
several data collection methods in order to find OI. Fulfilling this aim further 
requires a supportive construction of the interview guide in order to facilitate 
this separation. As mentioned earlier we rest on the analytical quality, which 
further makes the idea behind the constructions of the interview guide important, 
as supported by Alvesson et al. (1992). As a result of this discussion we have 
defined ideas surrounding the interview guide construction, which we found to 
be useful in our focus group discussions, in order to define OI. Complementing 
we have added an idea further developed in the analytical discussion regarding a 
need of a researcher consciousness of a time perspective regarding the employee 
perceptions as well as a need of a researcher awareness regarding the employee 
cognitive perspective taken, shaping the perceptions in the first place, which 
could be useful helping the researcher separating OI from culture in the future. 
However, one could criticise us for using an interview guide never being used 
before, even though we see the interpretations and the creation behind as being 
built on strong arguments and define some support for this idea.  
 

4.8.2 Reflections concerning participants and research population 

One could question our research population as the CEO and top management 
perspective is not included. However, the use of desk research including 
strategic goals etc. can be seen to complement a lack of top management 
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perspective. Additionally, as we attempt to gain a picture of the identity from the 
employee perspective, we have chosen to investigate the OI and not the CI. By 
this thought, we see our research population as representing SHT quite well. As 
investigating OI can be seen as gripping only a part of the total identity (Balmer 
et al. 2002), this is something to mention. For further research, in depth 
interviews with top management members could be interesting for comparison 
possibilities and in order to get a wider picture of the identity, although this is to 
be considered as outside the limits of this thesis.  
 
One could further question our choice of bringing some managers among the 
participants being represented in the white-collar worker groups. As we see it, 
we have added some kind of managerial perspective, working close to the blue-
collar worker groups which could be defined as line managers, in order to 
nuance the picture of the blue-collar workers. As this group of managers is not 
included in the top management team we see them as being employees as well. 
We further see this group of participants as confirming our idea of CEO and top 
management team members as being too involved in the company business, as 
they express an organizational perspective discussing daily work in another way 
than the blue-collar workers do. By this acknowledgement we further confirm 
CEOs and top management team member exclusion in this investigation as 
being a correct choice. We seem to find support for this group as having 
possible troubles separating their own perceptions creating the desired identity, 
from a perspective where they have perceptions of the company by being an 
organizational employee member themselves, as the white-collar managerial 
group shows tendencies discussing more in terms of structures than the blue-
collar worker groups.  
 
We should also remember the importance of the trustworthiness regarding the 
participants and here mention the historical event regarding restructuring which 
resulted in employee shortages and could have an effect on the results. Since this 
is the most recent bigger change SHT has faced, this is something the employees 
still remember and talk about. Thus, there is a risk for employee perceptions 
regarding the organization to be coloured. With an awareness of the possible 
affect this may have, this was considered when interpreting the results. 
However, even though there is a need for the participants to be active as 
interview persons this is not the same as saying that they are telling the whole 
truth. There could be misunderstandings, unwillingness to tell the truth for 
different reasons, a willingness to present the organization or the “I” in a 
specific way or just by pure unconsciousness. The answer given in a certain 
situation does not have to say anything about the organisation but rather how the 
individual is answering questions (Alvesson et al., 1992). According to Ind 
(2001), giving people time and opportunity to analyse how they feel about the 
organization, the result will in some way generate itself. However, it is 
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important to have potential sceptics and saboteurs in mind, which are parts of all 
organisations (Ibid.). We had those reflections in mind throughout the whole 
research process. Regarding the trustworthiness of the empirical findings, 
analytical discussion and the conclusions being made, the importance of the 
languages being used could be mentioned. Since we have discussed in Swedish 
in the focus groups and written this thesis in English, we need to mention the 
language even though we do not see this as a trouble since we have done the 
interpretations in Swedish as well, why only the finished results are translated. 
However, we see a need to have this in mind as well. 
 
Regarding research ethics we have prioritized the anonymity aspect. In order to 
secure the anonymity of our participants we have chosen to minimize the use of 
quotes, even though we are aware of the potential loss of credibility. We view 
this as necessary as the groups are easy to recognise regarding the department- 
and position representation related to the involvement of managers in the 
recruitment process. As a lot of statements have the same meaning but are 
expressed in relation to the own department, there was a choice we needed to 
make regarding the anonymity. As presenting our empirical results with several 
more quotes, could either require a change regarding the statements in order for 
the reader to not be able to define what is said in what department or some kind 
of summary as we could choose to make conclusions of statements regarding 
similarities. In order to keep us as close to the perceived reality as possible we 
have chosen to go for the last alternative mainly. 
 

4.8.3 The quality aspect; Credibility, Transferability, Dependability & 
Confirmability 

There may be several ways to describe a social reality (Bryman, 2001). The 
challenge is to determine which way is the most trustworthy (Ibid.). This can be 
done using four criteria; dependability, credibility, transferability and 
confirmability (Ibid.). Dependability involves a clear description and available 
information regarding all steps of the research process (Ibid.). This also involves 
auditing and transparency of the study (Ibid.). Regarding the nature of this study 
as being built on a high degree of subjectivity, securing dependability is 
difficult. However, we have provided detailed information about our research 
process and our methodological choices in order to increase dependability. We 
have also tried to put ourselves in an outside perspective regarding this study in 
order to analyse what we have actually done. 
 
To create credibility of the results involves following the rules for research as 
well as trying to secure that the reality is caught in a respectable way (Bryman, 
2001). The credibility is important though researchers seem to hear what they 
want and not always what is actually said (Wibeck, 2000). One way to secure 



 

 45 

the credibility could be the use of triangulation, occurring when using several 
methods (Bryman, 2001). We have tried to secure the credibility and make it as 
high as possible being by using different methods, although our main data 
collection method was focus groups. We also performed participating 
observations, informal interviews as well as reading written material connected 
to the company. This enabled a rich understanding of the unique context at SHT, 
which we see as very important in order to separate culture and identity. Another 
method to increase credibility of the results is the use of respondent validation 
(Bryman, 2001). All information in chapter 2 has been validated by our contact 
person at SHT. We have further tried to make the credibility higher by putting 
the assumptions and presented values in the surrounding environment by 
connecting them to the behaviour using examples in daily work. To increase the 
credibility two or more different researcher could be coding the material 
interdependent, i.e. intercoder agreement (Wibeck, 2000), which we did in order 
to compare our views in a latter stage. We increased the credibility further by 
letting the same person act as moderator through every different session. 
 
The transferability, i.e. the possibility to transfer the results to other contexts, is 
usually low in qualitative research as it involves intensive study of a small 
population and considers depth instead of width (Bryman, 2001). We have tried 
to give detailed descriptions providing depth in a specific case related to a 
unique environment. The rich empirical data can be used by others as a database 
by which they can determine the transferability to other contexts. The use of a 
single case can be argued to give additional depth to our descriptions and the 
possibility for transferability, to similar contexts, to increase. However, as 
organizational identity is a unique aspect to each organization the results 
regarding the content could be seen to have extremely low transferability. The 
understanding of the phenomenon itself, on the other hand, when comparing to 
similar organisational settings could be seen as having a higher transferability.  
 
Confirmability, according to Bryman (2001), involves a secure element as the 
researcher has to act in good faith in avoiding assumptions of their own and a 
theoretical approach colouring the results. Throughout the research process we 
have acted in good faith and tried not to influence the results with our own 
assumptions. The fact that we rested on the analysis to determine the separation 
between culture and identity, even though this increased the amount of 
information, enabled us to be as objective as possible when collecting the data. 
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5 EMPIRICAL FINDINGS 
This chapter presents our main empirical findings, which constitute the 
foundation for the analysis and discussion in the next chapter. Everything in the 
first part is a description of the SHT employees own view of their work. The 
second part is more concerned with the perceptions regarding views of the 
company, followed up by the employee perceptions regarding themselves as 
employees. Together these three sections are contributing to defining this 
organisational identity. The results are presented comprehensively due to the 
high degree of research subjectivity in order to maintain the whole picture 
making it possible for the reader to create a picture of their own and facilitating 
the understand of ours. In order to understand the perceived OI, a context 
representing the environmental and culture framework is presented in the 
beginning of this chapter. 
 

5.1 Historical review and culture framework 
SHT is perceived as an old and strong company with a historically strong 
hierarchical structure. Managers back in the older days were perceived as 
blaming the employees for failures and errors instead of being supportive, which 
made feelings of fear among the employees’ as common expressions in the 
focus groups. The common perception is a blaming culture as things did not 
develop in the way that was desired by the top management team. Earlier, the 
management, including line managers and top management teams, was 
perceived as not listening to the employees without managerial positions, lack of 
understanding how things were in daily work and acting on top down decisions. 
At the same time, older MDs (i.e. managing directors), whose acting were seen 
as created by the high money flow speed, which at the same time was viewed as 
creating the platform for openness and doing things better in terms of production 
elements back in the older days. In modern history a reconstruction of SHT 
occurred, which is perceived as a black moment. This happened a few years ago 
when Orkla became the owner of the company, which resulted in a temporarily 
reduced number of employees as a competence inventory aimed at creating 
effectiveness took place. The process created a lot of worry and insecurity, over 
a long period of time, among the employees back then and is still discussed as a 
sensitive memory reminding of the pain and fear. Thus, this is to be viewed as a 
sensitive topic and not only a piece of history.  
 
Briefly, the reconstruction is perceived among the involved employees as an 
unfair and uncomfortable process, characterized by subjective decisions in order 
to get rid of employees regarding their attitude or personality, as several 
employees who was given an offer were viewed among fellow employees as 
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highly competent regarding worker skills. The process is perceived as 
characterised by managerial dishonesty and as including blame projection as the 
managers blamed the employees, perceived in order to try to protect their own 
actions behind a tool instead of being open and honest. As expressed by an 
experienced blue-collar worker; “They should have told us the truth…that they 
didn’t think we did a good job…instead of this”. During this reconstruction 
process a new salary system was developed based on three values besides 
vocational competence, which the employees participated in and later were 
evaluated against regarding their own strengths and challenges. The 
reconstructing process together with the described lack of managerial 
relationships is creating a more silent employee, who is acting and talking as 
expected and not genuine. This is illustrated by a blue-collar worker who stated; 
“A company where the employees don’t dare to say their opinion is not a 
driving force towards the future.” 
 
Among the SHT employees, both blue- and white-collar workers present a 
certain kind of mentality occurring, recognized as an “industrial mentality”. This 
is perceived as being based on the history of Finspång as an industrial 
community developed in this working area over decades. Referring to all eight 
focus groups the “industrial mentality” is including nicknames. These seem to 
be part of a raw jargon keeping the spirit up according to the machine operators, 
which in turn could be crucial for new employees to understand. However, the 
raw jargon could sometimes be perceived by the newer employed as creating a 
barrier to asking questions when needed. According to all groups, there is more 
or less a behavior occurring where the employees do not likely want to show 
others their own secret tricks. “Industrial mentality”, in this context, could in 
short as described by the participants, be defined as containing characteristics 
like stubborn, change resistant, honest, straight and helpful, even though most of 
the blue-collar workers primarily help those in the same shift or that help one 
self. This could further be explained by unit cooperation problems and not as 
something related to the individuals. The skill of helping is seen as developed by 
own experience of the helping need. Grizzle is common, among the blue-collar 
workers, and is as well as the blaming on other departments, perceived as 
nothing personal, instead it is more to be seen as something developed as a 
habit. 
 
A characteristic described as affecting and creating the “industrial mentality” is 
the commonness of relatives and neighbors among the employees, which is 
perceived as creating goodwill, more recognized as kindness and willing to help 
each other out. A behavior proving the general goodwill and team spirit is the 
agreement among all focus groups as the need for everybody to ask questions 
even if it could be hard, claimed by the jargon. Further, all participants showed 
each other understanding and respect during the focus groups discussions even 
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in times when disagreement occurred. Honesty could be seen as confirmed as a 
part of a tradition described, showed in the way the participants talked, 
exemplifying things and free speech regarding sensitive subjects or personal 
thoughts. This culture is generally perceived as negative among others, but 
according to many employees it should not be, as it is just an expression of 
experience, as they know what will work and what will not. Some of the 
employees, bringing an outside perspective and not indoctrinated in this culture, 
is viewing this specific “industrial mentality” as characterized by territorial 
watching and a vocational pride, which sometimes is making cooperation a bit 
difficult. 
 

5.2 The employee world 
When the employees at SHT spoke freely, without our limitations regarding 
subjects, we were honoured becoming introduced to the employee world in 
terms of their daily work and the most important subjects regarding the work as 
perceived. Before presenting conclusions regarding the organisation identity 
these discussions will be presented as the natural born subjects they were in the 
focus groups summarised as the blue-collar workers and white-collar workers in 
separate parts. We will start out with the blue-collar workers view, containing 
the employee perceptions regarding their work, why we address this as an 
internal dimension contributing to the OI investigation. We have chosen to 
present the common subjects regarding all of the eight groups which is a 
platform making an environmental framework in order to understand and 
interpret the perceived OI. Welcome to the SHT employee world. 
 

5.2.1 Blue-collar workers’ perceptions regarding work and indirect perception 
of SHT 

Daily work is perceived as proceeding mostly on routines, in case nothing 
unusual happens. When things happen it is important to be highly aware of 
safety rules and have experience, in order to prevent failures resulting in junk. 
The quality of how errors in the daily work are handled is viewed as highly 
dependent on experience. Errors are in a way viewed as moments of learning, no 
matter of experience, because the errors are unpredictable and differ in terms of 
characteristics, at the same time there is a fear of being responsible for the error 
occurred, especially in the production department generating the value. A large 
part of the focus group discussions were concerning errors and failures in 
different aspects, but mostly regarding the department where the cost was 
highest if anything happened. Rotation within the machine is seen as positive 
regarding health and variety of work assignments, but not according to the 
production results. Rotation is perceived as lowering the production numbers as 
the employees are not used to all assignments. Rotation is not popular when it 
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comes to units or shift teams, though they do not know these machines. The 
daily work is perceived as having variation regarding work assignments and the 
physical working environment is perceived as good compared to other industrial 
companies. The production processes are viewed as highly complex, expressed 
by the machine operators, including different materials making errors costly at 
the same time as they are perceived as learning moments when they occur. The 
employees, working in the heart of the business, view the work as handicraft 
which is related to a need of courage according to the new employees in order to 
learn how to drive the machines. Work is depending on the heat and is 
sometimes stressful and can create stressful situations as cooperation with 
another department is required, which is occurring as a machinery breakdown 
needs to be fixed before it gets cold. Everything in the production is constantly 
changing according to many small details, why there is constantly small 
reparations being done. Much of the daily work, in the department supporting 
the production departments, is viewed as reactive because of the cost dependent 
factor today, which they wish could be more proactive and innovative instead of 
preventing errors.  
 
Work relationships are very important within each shift team. Whether the 
employee likes the shift system is depending on the structure as they all like to 
have days off duty, since the price is seen as high working in shifts, in terms of 
effect on the private life. The shift team members are highly important as they 
are dependent on each other, which is why these relationships are perceived as 
one of the positive aspects of work. Within the shifts, the relationships are 
strong and basically dependent on helping each other out, having fun and acting 
honestly, which creates a strong cohesiveness. There is a resistance towards 
changing shift teams as the members becomes close friends making the shift 
teams serve as security platforms. Even though there is no relationship today 
between departments, or units within departments regarding most of the daily 
work, the employees view developed relationships as promoting communication 
and facilitating cooperation. Such relationships in turn, especially better 
relationships between units within the same department, are perceived as a 
positive development promoting the quality and reducing risks and errors in the 
production. The lack of relationships between shifts is explained by the small 
effects on daily work and nothing personal. At the same time there is a strong 
“us vs them syndrome” recognized as blaming each other between shift teams, 
units and departments, also regarding the relationship with line managers in 
most of the departments making the employees on the floor stick together.  
 
Communication is perceived as important within the shift team in order to carry 
out daily work. Within the shift team communication is recognized as open and 
straight, for good and bad, with a risk of sometimes hurting each others feelings. 
There is a need to be able to handle constructive critique in order to facilitate 
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daily work as perceived by the participants. This communication is usually well 
developed in the shift team and if it lacks, it is between machines. Between shift 
teams communication is needed as it influences the comfort and the quality of 
daily work, but is in practice perceived as poor, partly explained by badly used 
handover moments, in case they exist. Lack of communication is occurring in all 
departments but to different extent; between different units within departments 
or between shifts. Between departments the communication is viewed as 
nonexistent according to the machine operators. Regarding communication 
improvements they all see a need as well, in order to improve the production 
results, but the degree of perceived importance is a matter of influence on daily 
work. Since the effect on daily work is not visible immediately acting for a 
change is not a priority. The quality of the communication with line managers is 
perceived as dependent on the managerial behavior. Jointly, the perception of 
the communication quality is dependent on the degree of perceived 
understanding and being listened to, why communication quality with line 
managers in general is viewed as low. Further, there is a perceived lack of 
information which is affected by shift work itself, though a lot can happen 
during a week of duty. The group representing the supporting unit is viewed as 
having less communication troubles than the others, explained by a formal work 
structure and a developed computer system that can be explained as a part of the 
formal structure preventing lack of information and facilitates handovers. 
 
Experience is perceived as important in order for the production to flow 
smoothly. The machine operators view knowledge as experience-related and not 
primarily educational. One machine operator expressed the view of experience 
as follows; “If the daily work is carried out error-free there is no need of 
experience but when something happens the experience is highly needed.” New 
knowledge is described as developing the experience needed in order to prevent 
errors, and thereby economical loss. New knowledge is further seen as 
developed by the implementation of new alloys, changes regarding the machine 
related equipment and working processes and knowledge sharing not mentioned, 
why there is perceived constantly learning possibilities. The importance of the 
experience is viewed as to be able to perform error preventing actions further 
reducing the risks for accidents. The blue-collar workers perceive themselves as 
the ones knowing how to do the work as the experts when it comes to the 
machines. With experience comes a possibility to view the work from a holistic 
perspective, which further reduces the risks for accidents. Learning the machine 
operator work is recognized as learning by doing. It takes a long time before 
new employees have learned the job because it takes time for a mistake to 
happen creating a long learning process. How long time it takes is further 
viewed as person specific, since it takes a long time before a new employee feels 
secure and is able to perform the work on his or her own. A feeling of security is 
promoted by courage and trusting the mentor (i.e. another employee working 
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within the same machine), which is viewed as important for new employees in 
order to learn the job and develop the working skills needed. Having an interest 
in the work is viewed as an important factor contributing to the learning as well 
as listening ability. Avoiding asking questions is viewed as a problem and a 
factor preventing learning. Career development opportunities is generally 
perceived as low, which is further prevented by the secure base offered by the 
worker group creating a cohesiveness within the groups making employees 
avoid applying for other job assignments or departments. There are internal 
educations, like Genesis University, but several of the employees do not 
remember it since it was a long time ago. Resistance towards internal education 
programs is expressed by an experienced blue-collar worker as; “Don’t bother -
there will probably soon be something else to focus on.”  
 
Influence on work is perceived as high regarding the own work assignments, in 
terms of freedom to plan how the daily work should be carried out. The blue-
collar workers, besides one specific group that view that they already have 
influence ability, would like to have more influence on decisions that are 
affecting their daily work concerning the EHS rules. The common perception is 
that line managers in general are not listening or interested. However, two 
groups view themselves as having some influence if it regards daily work as 
long as the money is allowing it and they have good arguments for 
improvements. The common perception is that decisions are top down based, 
exemplified as EHS implementation perceived as giving the employees big 
consequences in daily work, which a vast majority perceive as impossible to 
influence. There is a lot of top down information flow, best exemplified as 
concerning the EHS rules, since these decisions have a deep impact on daily 
work. The blue-collar workers would like to be more involved in decisions 
regarding their work by being asked and listened to. Generally regarding 
cooperation, it is not desired if it is not relevant or related to daily work either 
between shifts, units or departments. Cooperation occurs and is needed within 
the shift and definitely within the same machine in order to perform daily work. 
Cooperation though, is viewed as needed within a shift and between shifts, 
between units and between departments in order to improve quality, working 
environment and production results. Since the lack of effects on the daily work 
assignments this improvement area is not being highlighted in the employee 
world by the blue-collar workers. Daily work is viewed as the area of focus 
since the employees perceive, explained by them, some lack of the holistic view 
regarding the company.  
 
Responsibility is perceived as both needed to be taken and is taken by every 
employee in the production, over their own part of daily work. The smoothness 
in work is created by the personal responsibility taken. At the same time there is 
a general resistance towards voluntary assignments, which is perceived as 
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developed over years as managers were perceived as blaming the employees for 
failures and errors instead of giving support. This is further being built up by the 
feeling as lack of understanding among managers regarding the work processes, 
created by different managers shown as an employee-fault-attitude, when there 
instead needs to be an understanding of the production processes and the 
machines according to the blue-collar workers. There is also a comfort feeling as 
well, making the blue-collar workers avoiding to take responsibility in some 
ways. Nagging could be viewed as an example of responsibility projection as 
expressed by a machine operator; “It will be solved by the next 
machine…unit…department…”. Further, this feeling of insecurity is emotionally 
perceived reinforced by the documentation reports where employees report 
errors performed by the one being responsible, even though they know that the 
reports are aimed at preventing repeating errors. Similarly, the focus on 
explanation needed to be done explaining machine stops, even though there is a 
tolerance perceived if the error was not made on purpose. Talking about failures, 
mistakes and errors is a large topic regarding the blue-collar worker focus 
groups. The focus on “who is the responsible one” is perceived as reinforcing 
the feeling of control and blaming. The perceived insecurity could further be 
viewed as a barrier for learning new things preventing rotation and interaction 
between machines and units. At the same time the blue-collar workers are very 
responsible and view responsibility as very important, as long as it is fair. The 
times when work is perceived as being best performed are during night shifts 
and weekends when no line managers are there. 
  
Line managers are generally perceived to need both knowledge of product 
processes and leadership skills. According to the blue-collar workers, the line 
manager needs to listen, encourage, appreciate and understand the relationship 
between production processes, production result and errors. They are wanted to 
have a positive and respectable attitude and act more in line with coaches than 
controllers, keeping employees together. Many blue-collar workers would like 
to become more engaged and participate in meetings. A nicer attitude is 
perceived as creating better results regarding the production in daily work. There 
is an expressed desire to be listened to regarding suggestions of improvements. 
When managers “do it their way”, it makes the blue-collar workers feel useless 
and dejected, which seems to be the case occurring today in some departments. 
Regarding the safety work the common perception is that nobody asks for the 
blue-collar worker view, even though there is one department viewing this area 
as the only one where the employee view is really asked for. However, a 
paradox view is expressed by one blue-collar worker; “When managers don’t 
follow these rules themselves - and the consequences of not following these 
could get you fired – it becomes a little bit wrong.” Summarizing the basic blue-
collar worker need of management support is described as a need of emotional 
support, especially in solving conflicts. 
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The top management reflections are expressed as related to mission and 
strategy. Among the blue-collar workers several said that they did not know 
anything about goals, strategies or values desired by the company, even though 
they had ideas about it. The core of the company existence, regarding the blue-
collar worker, is perceived as safety and production quality. Produce quality is 
their job and the safety is perceived as good although a higher degree of 
involvement in decisions is desired. According to the blue-collar workers, the 
management team would like to have employees knowing a little bit of many 
things and do not need specialization skills. The top down approach 
implementing rules without communication with the blue-collar workers 
regarding the practice is perceived as reducing the respect and trust. The 
frustration of how rules are implemented is expressed by a blue-collar worker in 
the following way; “the over gripping and exaggerating rules are reducing the 
vocational pride and makes us feel like kids.” The blue-collar workers generally 
feel like they do not count and would like to be viewed as important. The current 
MD (i.e. Managing Director) is viewed as humanistic, experienced and a savior 
in the times of crisis, but changing MD every third year sets new frames which 
creates lack of continuity and lack of believes in the ideas. As a result the 
Genesis idea, generally viewed as a central part of the production, is perceived 
as a vision not possible to follow through and not suitable to the unique 
production at SHT. The attitude towards Genesis is also due to the perception of 
the company as a company full of energy starting up projects all the time never 
ending or executing them. The lack of execution is described by a blue-collar 
worker as; “If starting up projects would be a competition – we would be 
champions.” The blue-collar workers are well aware of costumer focus, costs 
and quality but the quality level is not a priority in daily work. 
 
The salary system is viewed as promoting broad skills and competences and 
not experience. Promoting shallow skills is viewed as unfair by the blue-collar 
workers that have been working for a while, claiming the need of the experience 
on the floor. Further, the blue collar workers are working as they have been 
doing for a long time but since the new system was implemented they are 
feeling evaluated as less skilled according to the evaluation components. The 
blue-collar workers have a lot of emotions regarding this area resulting in anger 
and frustration, which could be illustrated by one employee expressing; “After 
more than twenty years of work you are evaluated as needing a supervisor to be 
able to handle your daily work. A couple of days later they give you a call about 
how to handle things down here.” This example is showing frustration and a 
feeling of unfairness but also the challenge of promoting knowledge sharing and 
a common perception among the blue-collar workers regarding change 
resistance when it comes to learning new work assignments. The blue-collar 
workers perceive the previous lack of information when the company developed 
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this area as an important factor contributing their perception of the salary 
system. 
 
A description of the blue-collar worker can generally be described as an 
employee always wanting to do a good job aiming at producing good quality, 
which is resulting in responsibility taken and loyalty showed in being there 
when the company needs them to. The daily work is pervaded by the machines 
and the shift team friends, doing what is expected at the same time as having 
fun. In general, the job is functioning at its best when managers are not around. 
Since the blue-collar workers generally are not feeling appreciated and wants to 
be seen for what they do, they could be seen as dejected only doing what is 
required. The salary system could be seen as affecting this attitude among the 
employees viewing the system as unfair. They want to be confirmed. The shift 
teams are like a secure base functioning as, what could be called, “mini-
families”, where the jargon and jokes make the work bearable, which in turn 
makes social skills and a sense of humor important. Even though lack of 
communication is annoying when it affects daily work, they solve it as it occurs 
on the floor. As the affect is not viewed as problematic in that extent as a 
cooperation is required to be developed, they grizzle and the “us vs them 
syndrome” continues. Solidarity is viewed on the floor, which enables 
cohesiveness among the employees despite of department showed in fairness-, 
vacations and salary discussions. Even though the MD has big support and is 
viewed as a savior, the feeling of being kept out of the decisions is clear as well 
as a feeling of top down decisions being forced on them without them being 
involved. The lack of work relationships generally occurs with line managers 
and the blue-collar workers would really like to have a change and to be 
perceived as important to the business. The salary system is further viewed as a 
personal value reducer of the only thing many feel they have – their experience.  
 
The blue-collar workers would further like to take responsibility but the feeling 
of lack of managerial support and the worry of doing mistakes could be viewed 
as holding them back, at the same time stubborn unwillingness acting in possible 
protests against the perceived managerial treatments and the unfairness in the 
new salary system regarding the experienced is viewed as the importance of the 
worker group security. They have a need for security that could be seen 
especially regarding the new ones. The best things with the work are perceived 
as freedom in daily work and the secure feeling presented by many blue-collar 
workers as “clear roles” and “you know what you should do when you come to 
work”. The blue-collar workers perceive themselves as good at taking 
responsibility though, solving every problem turning up in daily work, expressed 
as the work is running at the best in night time and on weekends when the line 
managers are not there. Engagement and care is to be seen as part of the 
complaining, partly resulted by the feeling of not being listened to. Engagement 
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and interest in their working place is largely seen, mostly as examples connected 
to the daily work and the own work assignments. Some kind of interest is further 
shown as all participants read about SHT, or would have if they had a news 
paper, but a lack of interest is showed when it comes to other companies in the 
Sapa group, which they generally do not read about. A lack of interest is viewed 
talking about other SHT factories, in other countries; even though a couple of 
blue-collar workers express that they might read about them. A difference can 
be seen between newly employed participants and the experienced ones when it 
comes to the adoption of the “industrial mentality”, which could further be 
explained by the age as well, as the experienced blue-collar workers can be seen 
as part of this mentality, good and bad, where the younger and newer blue-collar 
workers disagree in discussions. The blue-collar workers that have been adopted 
by the “industrial mentality” tend to keep tricks for themselves sometimes, but 
at the same time the blue-collar workers adopted by the industrial culture mind 
have a worker morality according to the daily work and a loyalty towards the 
company showed in the attitude of being there when the company needs. Good 
and bad, the younger do not share this attitude or morality. The experienced 
could be described as stabilizing the mini-families as the younger are being 
energy creators.  
 

5.2.2 White-collar workers’ perceptions regarding work and indirect 
perception regarding SHT 

Daily work is perceived as including high work load. A reason is the focus on 
administrative job assignments as the production has slowed down but also a 
need for jumping between assignments. This is expressed as created by demands 
made by other units or departments creating a frustration as the white-collar 
workers have a feeling of being pushed into new assignments that are difficult to 
plan. The frustrated feeling is further developed by a sense of never having time 
to finish anything properly. A tool helping the white-collar workers to do their 
job and facilitate for new employees is the development of the activity system 
(i.e. verksamhetssystemet), which is a computer developed instruction/tool 
system containing Genesis related material as working instructions and 
templates etc. Since there is a perception of this system as still being under 
development the feeling for the new ones is the invention of the wheel over and 
over again, which causes more frustration. There is an expressed need for 
structuring the computer material and tools facilitating the daily work for one 
group, which is creating a higher work load for the other. There is also an 
expressed need for developing the internal delivery agreements (i.e. interna 
kund-leverantörs avtal) between the factories, to be put in the computer system 
as well, making the work easier as the accessibility is perceived as important, 
which is now creating a barrier for effectiveness of the production. The need for 
improvements and the discussions regarding challenges and solutions are 
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viewed as high ambition and engagement, which is proving the white-collar 
workers perception of the best part about work – the job assignments. 
 
Managerial work is not being done in isolation, which creates and requires 
cooperation between units but not between departments to the same extent. New 
managers need to listen to the blue-collar workers before acting regarding the 
perceived vocational pride. A mixture is perceived as good, regarding external 
and internal recruited managers, though it is difficult to be manager over former 
workmates. The common perception is therefore that internal recruitment of 
managers should be made across the departments. The white-collar workers see 
benefits by cross-functional cooperation. The cooperation possibility is further 
viewed as something good promoting the work and provides managerial 
colleges at the same level, even though cooperation mostly occurs in the same 
department. The benefits of cooperation possibilities at SHT is expressed by one 
newly employed white-collar worker; “Here I knew I would get people on the 
same managerial level, which is worth a great deal”. In order to assist managers 
in daily work a possible solution is presented as new roles for managers 
requiring assistance in team leaders being responsible, one per shift, in order to 
set time free regarding managers in daily work.  
 
Work relations regarding this group, white-collar workers, is perceived as good 
relations, positive spirit and well being created by a willingness to cooperate 
under the top management team. However, it is expressed that it has not always 
been that good a management or willingness in the past. This team is perceived 
as gathered around the same attitude recognized through openness in 
communication. The relationship is described as good within the same 
departments but the need for more connection between departments is perceived 
as needed in order to promote cooperation and the company goals. The 
communication and the willingness is described as high even though “invisible 
walls”, as they perceive, of resistance between departments could be viewed 
even though these are perceived as diminishing. The lack of understanding for 
each other is viewed as creating a distance and difficulties understanding each 
others working situations.  The safety thinking is perceived as a barrier as well, 
preventing socialization between departments, at the same time further 
explained by a high work load and the lack of understanding for the other 
departments regarding daily work, the manager work excluded. All of these 
aspects are viewed as creating an “us vs them syndrome” by this groups. 
Overcoming the barriers of cooperation between departments is suggested to be 
over bridged through cross-functional activities and weeks of practice in other 
departments, as long as the productions speed and money allows, promoting 
knowledge exchange between units. A similarity with the blue-collar workers 
regarding the working relations is viewed and could be illustrated by one white-
collar worker who expressed; “We have a lot of fun with our working pals.”  
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Cooperation is recognized by an open mind perceived among all employees 
creating a nice atmosphere making visits regarding work in the departments are 
always welcome. In this way the knowledge sharing is viewed as promoted and 
open. Generally there is no cooperation occurring between the production 
departments and the administrative building partly explained by different focus 
creating lack of understanding and lack of communication. Since the perspective 
regarding costumers also differs, the administrative building is handling the 
external costumers and the production departments the internally, there is also a 
lack of understanding according to the two perspectives. Engaging the 
employees in project groups is viewed here as well, as a solution promoting 
engagement and understanding between departments. The lack of knowledge 
regarding the daily work in each department is promoting the invisible barriers 
preventing cooperation and creating an “us vs them syndrome”. Facilitating the 
cooperation work between the production departments is viewed as the internal 
delivery agreements, where a lack of formal instructions creates barriers 
regarding communication and cooperation. Further a cooperation challenge is 
perceived in terms of different perspectives by HR department and production 
departments, where a more developed dialogue is viewed as needed regarding 
the work performance in the production units. Support by the HR department is 
further presented as a potential facilitator regarding daily work. A better 
dialogue is thought to facilitate daily work, why a lack in communication could 
be perceived as a barrier for cooperation. 
  
Communication is perceived as difficult regarding the administrative 
department and the production departments in many ways as mentioned above. 
Another example is exemplified regarding problems being fixed as the solution 
gets stuck in the unit creating it why the information does not reach others 
needing it, further explaining a lack of understanding between departments. A 
solution for this problem is viewed as promoting the end product and benefits 
for the work processes. Talking about information instead of communication the 
information coming from the head office and the MD is viewed as open and 
good regarding the ongoing crisis and the development as well as the 
consequences for the company and actions. A general perception is that 
everybody is given the same information. Openness from the top management 
team surrounding the actions and development steps are viewed as creating an 
employee security, as well as good information about results, numbers etc. being 
done on a weekly basis. Communication between the HR unit and the 
production departments are further viewed as facilitating an understanding 
exemplified in tight deadlines regarding the blue-collar workers and the shift 
work structure. In general, there is a wish for the HR to be constructed in 
another way in order to support the line.  
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The organisational structure is viewed as traditionally hierarchical, back in the 
old days the MD affected the top management team and then they talked to the 
next line, which is still formally the case perceived as interrupted by some units 
not following this structure making the work difficult to plan. The strong 
hierarchical structure could further be viewed regarding MD perceptions, as he, 
and not the total top managerial team, is accredited for the positive changes at 
the same time as the bad things in the past is accredited the past MD as well. 
Even though there is EHS (i.e. healthy, quality and safety) guiding, work 
structural changes, several retirements and many new employees the last year 
and uncompleted working instructions makes everybody working their own 
way. A need for different departments clearing out the relationship to one 
another is presented. Further, one department is a support function to another 
relating to the special department being viewed as the heart of the business. The 
total picture regarding the structure is presented as different companies within 
the same company.  
 
The top management is viewed as healthy management towards the production 
and a big support for the employees even if there are tendencies to focus on the 
hard facts leaving the soft values aside, which is further viewed as needed to be 
developed. By the ones that have been working in this company for a while 
having the experience by different top management, the one today is perceived 
as engaged and as fighting for the employees. Further, he can be viewed as 
having a traditionally long term industrial thinking, which is perceived as rare 
these days. However, as the MD and his team are locally present it is perceived 
as promoting the perception of openness creating dialogs. If they were not, a 
further dimension of the “us vs them syndrome” is perceived as possible to be 
developed.  The MD of today trusts people and is viewed as the first to show 
trust and honesty as he listens and says what he thinks, showing the employees 
trust, communicating on the employee level as well as doing a good job as he 
takes part of information before making decisions. As expressed by a white-
collar worker; “He is not out there to spy – he is genuinely trying to 
understand.” He handles economical pressure, promoted by knowledge about 
this industrial area. Regarding the economical crisis the MD is viewed as 
handling it in positive terms. A general perception is well illustrated by a white-
collar worker stating; “Not giving anyone notice – is creating a feeling of 
safety.” 
 
Summarizing the white-collar workers they view themselves (and the blue-
collar workers) as competent and knowledge skilled, which is proved in the 
production result. The white-collar workers perceive a strive for the same goals 
between different units and a developed employee trust in the different units, 
helping each other out if needed. They as well, have a positive attitude towards 
the MD and the organisation surrounding him even though the SHT organisation 
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is difficult regarding daily work, as a main perception is that everybody is 
working in their own way. The lack of cooperation and communication between 
departments is further viewed as a barrier regarding work as the departments are 
geographically spread. There are good relationships in the same department and 
even though it is common sense occurring regarding the willingness and 
attitude, the relationships between departments have not developed, partly 
prevented by the high work load. The daily work is concerned about computer 
related difficulties and challenges regarding the work load and the possibility 
planning the work by yourself without taking on several different assignments, 
not being able to plan for.  
 
The white-collar workers could be viewed as having self confidence, trusting 
each other and believing in the future. They are not talking about mistakes being 
done according to the production or costly errors, neither in general is the 
responsibility distribution discussed as taking responsibility is more to be treated 
as a natural matter taken for granted. Instead the cooperation challenge, lack of 
communication and lack of understanding is highlighted in different ways, 
focusing on structural organisational questions. Further, many participants in 
these two focus groups claim they have some knowledge about actions in other 
departments, as many says they have a bit of insight. The reflections partly 
occurring among the white-collar workers are not on how their own work 
contributes to the work on other departments, the tendency is more of “they 
don’t understand what we do”, expressed by several white-collar workers, 
which is an important reflection since these perspectives does not seem to  
facilitate a reduction of the “us vs them syndrome”. Another degree of 
engagement, or interest related to work assignments can be viewed in this group 
since they, besides reading about SHT in Finspång as well as the factories in 
other countries, also have an interest in reading about the other companies in the 
Sapa Group. 
 

5.3 The employee perceptions regarding the company 

“I think the company wants a certain identity – this is what we stand for.  I think 
Genesis is a part of that but we down on the floor don’t know much about it...” 

 
As the inside perspective regarding the employee perceptions has been presented 
above the outside perspective, addressed as outside because of the employee 
perception from an outside perspective viewing the company as a whole and not 
focusing on the shift team, daily work or the working department. These 
reflections and levels of view are triggered by asking the participants 
exemplifying the company as a car introducing the discussions. A summary of 
the discussions could be presented as follows. 
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5.3.1 SHT - a company knocking around running towards the future   

Starting out with the perceptions of the blue-collar workers, different kinds are 
seen starting out in the physical environment regarding the machines, where 
they describe new techniques in old machines occurring in a nice and clean 
environment. In one focus group they perceived SHT as made by the people 
naming the car as a “Wolkswagen Beetle – a people’s car”, as the company is 
made by craftsmanship. This perception illustrates a general perception of the 
blue-collar workers well, in terms of who generates value to the company. They 
further describe the company, as a company in high speed constantly moving in 
all weathers as well as constantly repaired with provisional low cost solutions 
driving it, creating a homemade feeling making the look-a-likes more as “That’s 
why we should talking about boats instead, as they keep on floating and moving 
while being repaired – just like this company”. The constantly repairing element 
was the explanation viewed as expressed by one machine operator; “It should be 
some tape and wires…and a little bit of craftsmanship in the end…” The 
company is further viewed as having a strong engine in an old body recognized 
by good quality on the inside. At the same time the quality is viewed as difficult 
to determine sometimes. The view on quality which could be seen as a general 
view is expressed by a blue-collar worker as follows; “Good quality they say, 
but we see it in reality so we can’t understand that the good reputation is 
actually true.” The suit is further perceived as too small regarding the 
production over capacity level regarding the machines and having hidden 
resources on the floor not being used. They further view the company as 
thinking they are better than they are, addressing Orkla as believing they got 
more than they actually did and that the Norwegian group of companies is not 
pleased. A general perception claimed by every employee in the blue-collar 
worker focus groups is that of the company as world leading in constantly 
starting up activities but never ending them, like projects and improvements. A 
lot of things are perceived “to be solved later”. Or as expressed by another blue-
collar worker; “They are constantly starting up things with a great energy but 
they never push trough or complete.”  
 
Regarding the white-collar worker, they view SHT as a world class company, 
from the view of costumers. A clear picture of positive attitudes towards the 
future is viewed among the white-collar workers. A big challenge to handle, as 
perceived by this group, is the evaluation moments. As expressed by one white-
collar worker; “A lack in this company is that start ups is rich but finishing is 
poor.” Several examples are presented supporting this perception like many 
different project groups. At the same time the company is seen as knocking 
around recognised by having a strong will and high energy levels breathing 
future hope. Good quality, competent people and high production capacity and 
process knowledge is also recognized. A general view by the white-collar 
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workers is that the company is a slow starter but really strong when it comes to 
solving problems, covering everything from improvement works to repairing 
things. The decision making between the departments is generally viewed as 
heavy or slow but within the department it works well, as there are clear roles 
and the owner of the question is clear, which it is not between departments even 
though things are moving in the right direction, which is further being facilitated 
by the work in more cross functional teams. The company is further viewed as 
very good at adjusting to solutions keeping a steady line through this difficult 
economical crisis guided by a strong group of companies and organisations 
surrounding the MD. However, the company is viewed as running too fast, 
focusing on hard factors as production and forgets soft factors as the human 
aspect, which is part of a possible improvement including focus on the “us vs 
them syndrome” occurring between the departments. 
 

5.3.2 SHT in comparison – an anonymous spirit hidden behind the Profiles  

In many ways a lack of confidence and self esteem regarding the work is shown 
among all groups of blue-collar workers being reinforced by comparisons and an 
expressed feeling of acting in the shadows of Siemens as well as the allover 
attitude of being replaceable by people at the square. The employee value is 
expressed by a blue-collar worker as; “The most value creators are the least 
valued.” The blue-collar workers explain the lower value feeling compared to 
Siemens as connected to the educational need, since there is no vocational 
education generally needed they perceive themselves as “the people 
representing the leftovers” but also partly as size related since SHT is viewed as 
very small in comparison. At the same time as several generally do not want to 
tell anyone where they work, it is important to tell that you work in Heat 
transfer, leaving the word Sapa out, as it is important not to be perceived as 
employed by the Sapa Profiles, another company in the Sapa Group, which is 
described by many as “Sapa Sapa” and well recognized as having a bad 
reputation. The importance of presenting yourself as a worker at (Sapa) Heat 
Transfer and not at Sapa Profiles, is further expressed and common among the 
blue-collar workers, uniting all employees in a shared perception clearly defined 
as “We say we work at Sapa Heat Transfer – they work at Sapa”. One blue-
collar worker explains the reason for Sapa Profiles bad reputation as follows; 
“At Profiles there is no spirit and some kind of uncomfortable feeling…this 
could be because they have so many workers not being permanent staff…” 
 
Summarizing the reasons behind the importance in separating SHT from the 
Sapa Profiles is explained as better work conditions and freedom in work 
assignments at SHT according to the machine operators. A difference, regarding 
the production departments, is viewed regarding stress and work load, where 
some departments seem to have a less stress related environment in daily work 
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than other departments, expressed by several blue-collar workers as “We 
shouldn’t complain – we have it pretty good.” Sapa Profiles is perceived as 
having bad employee conditions, more monotonous work assignments, lower 
salary development and employee politics expressed as; “They check in and out 
in working clothes – we don’t”, which could be seen as confirmed when talking 
about the high numbers of employee turnover occurring at Sapa Profiles before 
the crisis. The blue-collar workers are generally sharing a perception of SHT as 
an anonymous company to the outside world, as nobody knows where the 
employees work when stating the company name. Nobody knows about SHT 
even in Finspång, everybody in this county thinks it is Profiles all over. The 
blue-collar workers are reflecting up on the anonymity as follows; “Maybe it is 
not so strange after all; the company has been renamed so many times.” 
Another possible explanation is seen related to media expressed by a blue-collar 
worker; “Advertising in media there are signs with Sapa saying nothing more, 
how is anybody supposed to know Heat transfer is involved?” 
 

5.4 The employee perceptions about the SHT employee 
Connecting the organisational identity search at SHT, there is a need to consider 
the context surrounding the employees including the organisational structure, the 
production and the processes being able to understand the employee perceived 
physical and mental environment and the culture surrounding it. In order to 
search for the OI, there was a gap needed to be filled. A discussion regarding 
important skills, abilities and qualities perceived as needed in order to do a good 
work at SHT is thus presented. Two important parts could be viewed as 
generating the result in this part; how the new employees should be in order to 
do a good job at SHT and if those skills mentioned were suited to the 
participants themselves. The result in this part was found in the similarities 
resulted by the comparison made between these two parts.  
 

5.4.1 Important skills perceived by the blue-collar workers 

Summarizing the six blue-collar worker focus groups several important aspects 
are perceived regarding the result, combining the skills and personal qualities 
required for employees in order to work at SHT. Starting out with the skill 
perceived as the most important for the Sapa Heat Transfer employee – social 
ability is expressed. The employees are social and needs to be regarding several 
aspects expressed in terms of being helpful, having a sense of humour, being 
able to work in group and having social competence. The most important is 
expressed as an ability of contributing to and fitting in the shift teams, since they 
perceive the daily work as depending on the group doing well. But social ability 
is also perceived as required as breakdowns occur and there is a need to 
communicate with other departments describing machine errors as well as 
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cooperating in daily work, which is viewed as helping out and as important as 
well even though this is generally viewed more secondarily.  
 
The second important ability needed is perceived as responsibility, since the 
employees who do not take responsibility over their own part in daily work will 
ruin for the others in the shift. Responsibility is further valued as needed due to 
the production as the errors often are very costly. The freedom they perceive as 
the best regarding the work is being built on everyone taking responsibility. A 
learning ability by asking questions could be included in having interest. To 
have an interest for the work is perceived as the final common important aspect 
as the employee can not do the job assignments in a good way if there is a lack 
of interest, which is also viewed as creating higher risks related to accidents. 
The fourth important ability regarding the work is expressed as flexible referring 
to the ability of adjustment and open mindedness doing different work 
assignments since most of the groups rotate between the machines as well as a 
need to constantly fix small failures popping up. In daily work there is also 
rotation in some departments between job assignments not machine related 
making the employees open minded for different work assignments.  
 
We have further noticed a possible group difference regarding the daily work 
aspect within some of the three production departments as having a stress 
handling ability as more important in a priority moment, expressed as a need for 
the employee being calm, patient and able to handle stress. As they perceive 
work as sometimes being stressful and hard to control as well as relaxing in 
regards to daily work, when the company runs in full production. Even the 
support department view this ability as important as well, even though they do 
not perceive it existing in the same way - a difference that could be explained as 
a greater possibility of controlling their own working situation, in another way 
as they work on their own outside the machine. Two production departments 
further view honesty as more important, in the meaning of trustworthy and 
straight in communication, and more important compared to the support 
department not directly involved in the production function. As honesty is 
perceived as part of “industrial mentality” it could be representing a higher 
degree of “industrial mentality” represented in the focus groups addressed to the 
production as a natural cause representing a larger employee group than the 
skilled workers. According to the skilled workers, they have other most 
important skills when focusing on this department alone comparing it with the 
production units, expressed as engagement, go-ahead approach, willingness to 
learn, handy and friendly. In friendly, helping out and acting honestly regarding 
the shift team members is described as characteristics of importance by this 
group. The participants in all of these six groups thought that thinking from their 
own perspective reflected up on themselves, demonstrating how they really are 
and what is required to be able to do the daily work, as they perform in their 
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own departments highlighting the honesty aspect as well as the engagement 
aspect to a more common level as well. 
 

5.4.2 Important skills perceived by the white-collar workers 

Doing the same thing with both of the groups of white-collar workers and 
summarizing the most important personal qualities and skills several important 
aspects are perceived regarding the result here as well as combining the skills 
and personal qualities required for employees in order to perform the work at 
SHT. Starting out with the skill perceived as the most important regarding these 
two groups an open mind described as being open for changes and new ideas, 
even though the social aspect is viewed as important regarding the two groups as 
well. The next quality perceived as important regarding both groups is 
competence regarding the work assignment. The third aspect is viewed as 
flexibility, including a broad based knowledge making an employee able to work 
in many different areas for the company. Further skills, abilities and personal 
qualities, common in both groups are the need of taking responsibility, take 
initiatives and be exact doing your work assignments, even though not every 
participant agreed regarding exactness also viewing it as a risk of getting stuck. 
The expression of being exact could be understood as regarding the quality 
aspect in the production.  
 
Here as well there are differences regarding the groups as the white-collar 
workers who are working close to the production, view self-governed as number 
one needed regarding the employees working in the production since they need 
to be able to handle the work through them. In the same way the other white-
collar group mentions honest and external costumer focus, which is not being 
highlighted among the production related white-collar workers. The cooperation 
ability, as a skill, is viewed in both groups as needed as well which is described 
in different ways as the need for cooperation or the need for communication. 
The participants in these two groups did think from their own perspective and 
reflected upon themselves and what is required in order to be able to do the daily 
work they perform in their own department, even though there was tendency 
showed, as focusing on what is required for others contributing as a managerial 
perspective on required skills, abilities and qualities. 
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6 AN ANALYTICAL DISCUSSION 
This chapter contains an analysis of the empirical results combined with 
theoretical implications and earlier empirical findings in order to reach a 
higher understanding, which will create the discussion presented. In order to 
support transparency as well as the understanding of these results, and make 
them trustworthy regarding the high element of subjectivity included, all 
elements are intertwined in this discussion. The discussion is constructed in 
different sections and begins with an empirically driven analysis regarding the 
existing OI at SHT followed by a theoretically driven analysis starting out with 
the content followed by a reasoning discussion regarding multiple OI existence. 
A discussion regarding theoretical implications concerning this thesis will end 
this chapter. 
 

6.1 Defining the Organisational Identity at SHT  
SHT can be illustrated as having multiple OIs regarding different productions 
and businesses in the company, as Alvesson et al. (1992) discuss. At the same 
time the employees have a lot in common regarding the findings in the focus 
groups. Summarizing the participants, addressing to the above presentation, the 
participants can initially be seen as representing two groups; the blue-collar 
workers and the white-collar workers. These groups can further be divided into 
two groups within each. The blue-collar workers may be seen as The 
professional experienced and The skilled workers. In the same way the white-
collar workers may be presented as The production managers and The white-
collar workers without managerial positions. Despite these groups, a further 
aspect could be viewed as creating two other OI dimensions, which is occurring 
when separating the old and experienced workers from the new employed, as the 
old ones seems to have something in common that differs from the new ones, 
especially when it comes to blue-collar workers. The experienced workers have 
a certain kind of loyalty shown as being around when the company and the 
production needs, which the new ones generally do not have – if there is nothing 
to earn from an action like that. A precondition for this kind of loyalty 
development seems to be an “industrial mentality” adoption (i.e. culture 
indoctrination), as the explanation could be addressed to the exposure of the 
historical influenced culture, further described as having years of culture 
experience. The OI perception differences are coloured by the culture, as culture 
has strong impact on the OI perception which Alvesson et al. (1992) and Ind 
(2001) argues. All of the elderly employees have worked for many years at SHT 
and were ingrained in this culture, sharing the norms included. 
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Since the OI is the sum of all the employee perceptions (Hinn et al., 1994; 
Dhalla, 2007), representing the employee idea of who the organisation is 
(Barney et al., 1998), we used the similarities between the eight focus groups 
and added the employee world regarding the contextual aspects and validated 
these perceptions by examples presented in daily work behavior, where the 
interpretations being used in order to find the identity aspects fulfilling the 
characteristics of OI. As this was done we finally separated organisational 
identity from the culture partly using the strategic intentions possibilities, as 
strategic intentions could be used as a separating factor according to Dhalla 
(2007). We used the daily work behavior as a determinate of the trustworthiness 
of the values being expressed, which together with awareness about the time 
perspective, an idea highlighted by Balmer et al. (2002) initially, being 
expressed in the conversations made our findings possible.  
 
Below are the values, assumptions and believes about the SHT organisation 
itself presented; the organizational identity. After analyzing the amount of data 
we perceive the organisation as having an OI (i.e. organisational identity) being 
built on four cornerstones;  
 

Responsibility 
 

Engagement 
 

Willingness 
 

Energy 
 
 
Responsibility thinking regarding safety is high as well as acting regarding the 
daily work being done, which is perceived as a work that could not be done if 
there was a lack in responsibility or mistakes being done that no one took the 
responsibility for. This is not the case even though they might not like making 
mistakes. Among the white-collar workers responsibility is viewed as common 
and connected to the daily work and is showed in another way since there is 
another kind of self dependent responsibility to be seen in the lack of managerial 
daily control regarding the job assignments. The same reason is the base for the 
blue-collar workers, which makes the employees take the responsibility required 
in daily work. A lack of self esteem is preventing them from the possibilities 
occurring hand in hand with responsibility beyond the level required for daily 
work, as developed by applying for new job assignments and learning new 
things. Regarding this discussion a difference can be made between take 
responsibility, which they all do as part of daily work and handle comfortably, 
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and take a responsibility, which is viewed as prevented by fear of making 
mistakes.  
 
A company challenge is to be viewed regarding the creation of the motivation 
needed. The analysis implies that taking responsibility and acting in a 
responsible manner is part of daily work, which has its explanation in a high 
degree of freedom and the strict safety rules; EHS. However, when it comes to 
taking on additional responsibility there is a tendency, among both blue- and 
white-collar workers, to push responsibility towards other units, departments or 
teams. Making mistakes tendencies are, according to the expressed feelings 
among the participants, to be viewed as something personal and a single person 
responsibility and not as something happening to us all, according to the blue-
collar workers. The company aspect of this characteristic can be recognised as a 
relatively large perceived freedom in actions regarding the ownership and 
corporate group belongingness structure, when summarizing the whole picture. 
This company is generally perceived by its members to be a company taking 
responsibility for environmental safety, futuristic development and customer 
satisfaction. 
 
Engagement is viewed underlying the expressed grizzling among the blue-collar 
workers and the wall of unwillingness perceived from managers to hear what 
they have to say, making the blue-collars express “Since nobody listens I don’t 
care anymore. I just do my work.” This can further be understood on a 
psychological level as a lack of self esteem and self confidence which is creating 
further barriers in terms of a lack of initiatives as well, but many express a 
willingness to participate in projects. To handle the grizzling and engage the 
employee is a real challenge for this company. Generally in the focus groups 
interest in problem solving and expressed creative solutions was shown several 
times, which is one of the reasons for this characteristic to be viewed as an OI 
cornerstone at this company. Among the white-collar workers the work load is a 
practical barrier according to a lack of actions making wanted changes, like 
cooperation between departments to occur. However, engagement is shown in 
all of these discussions as well, when these participants are suggesting problems 
and solutions over and over again in different discussions during the focus group 
sessions. This area is represented by the common perceptions regarding skills 
expressed as the importance to have a willingness to learn, ask questions and 
have an interest for the work. The company is perceived as a company wanting a 
little bit too much, running too fast, never having the time to stop and end 
different projects, which could be perceived as engagement in the business as 
well. 
 
Willingness is to be seen in many aspects and is, as we see, something that is 
characteristic for this unique organisation. Social personalities were popping up 
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in all focus groups and were shown in many different ways, especially among 
the blue-collar workers regarding the shift team relationships. But also as the 
willingness and social responses we have discovered everywhere in meeting 
with people all over in this company as well. The participants describe this as 
the importance of adaptability, helpfulness, humour, friendly acting and the 
importance of having open minds. These characteristics are viewed as existing 
among the participants in general but as we analyse this only exists to a certain 
extent. The challenge for this company is to increase this limit motivating the 
employees in the wanted direction as well as facilitating the willingness to 
appear as this might drown in the unwieldy environment being common to large 
organisations like SHT. The Sapa Heat Transfer employees are recognised as a 
friendly kind who love doing the job while having fun, as they perceive 
themselves. The company, including the employees, is seen as having social 
skills adapting to environmental conditions and having costumer focus, showed 
as a great flexibility in every action, internally and externally. This is part of 
what could be a possible creator creating a competitive advantage. However, 
open minds and social personalities is also to be viewed as negative expressed 
by the participants in terms of having too much fun and not completing tasks as 
well as always looking for new improvements, not executing present work and 
lack of evaluations. At the same time, too much costumer orientation as 
facilitating a starting up mentality, recognised as having trouble to finish, may 
also create a company with stress symptom in many levels. This could be seen 
as shown among the participants as frustration, because of a feeling of never 
having time to finish ones work assignments regarding the white-collar workers, 
and as a form of learned helplessness among the blue-collar workers expressed 
in terms like: “It’s no use…they will soon change direction anyway.” 
 
Energy is the fourth stone found representing the OI base in this company. This 
power is here presented in terms of the engine and the driving force in this 
company creating a lot of initiatives as it runs towards the future full of energy, 
making the development continue. The employees perceive this as taking 
initiatives, having cooperation ability and communication as well as developing 
the computer systems, collecting tools in order to save time and work smart – in 
the same way as the power will be used as a driving force creating plans for the 
future. To use this force and turn it into actions requires engagement and 
willingness among the social personalities, otherwise it would not be possible. 
Taking a closer look at the hierarchical relationships between the four OI aspects 
the responsibility aspect is to be seen on top since everybody is responsible for 
their own actions at the same as it is being the core in practical daily work. This 
is to be viewed as containing the same possibilities placing the energy in the 
very bottom creating the driving force. However the energetic driving force 
characteristic can be viewed as a barrier as well. When being a big company, 
with a lot of financial muscles, there is a risk of running in the wrong direction, 
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which could have large negative economic effects. Additionally, being part of a 
larger corporate group as the Sapa group and the owner Orkla, together with the 
fact that SHT is a suppliers’ supplier on the market, one could question if all the 
energy can be utilized. This unique position that SHT has could be argued to 
provide power in terms of financial muscles but this is dependent on the 
authority, given by the corporate group owning SHT. 
  

6.2 OI you say – How do you know?  
In the empirical results we have presented how different employee groups 
perceive the organisation of SHT addressing the identity aspect. Before we 
develop the understanding of the OI theoretically we see a need of a discussion 
about the validity aspect in order to define that OI is what we actually grasped 
here. We have defined the OI at SHT as Responsibility, Engagement, 
Willingness and Energy, but defining OI is not an easy task (Alvesson et al. 
1992) and is not controllable regarding the essence of the content, otherwise it 
would not be a possible competitive advantage (Heide et al., 2005; Barney et al., 
2000; Scott et al., 2000). By these reasons, the following discussion will contain 
an analysis of our OI findings related to theory and previous research in order to 
prove somehow falsify non-logical subjective reasoning and hopefully creating a 
deeper understanding of the empirical findings. 
 
Remembering Heide et al. (2005) one way defining OI is to define what it is not. 
Starting out with the similarities with the case of Alvesson et al. (1992) there are 
some; self dependency and learning by doing regarding the daily work. The 
world as dominated by men, having fun while working as well, is other 
similarities. Honesty could be viewed as a similarity as well; even though the 
context differs. The identified similarities are not possible to be part of the OI, 
since they are not unique, but they can still be characteristics influencing it and 
be part of a common culture. These characteristics are addressing our findings, 
rather to be seen as aspects of a culture than identity. But since these are visual, 
non-tacit and explicit (Hatch et al., 2004) it seems to rather be OI characteristics 
but they are not unique. Since it is possible to view culture as what we do and 
identity as why we do it (Melewar et al., 2006), these characteristics seems to be 
culture expressions after all. Hatch et al. (2000) claims that the perspective taken 
is what is deciding the difference regarding culture and organisational identity, 
when it comes to how to view different characteristics of an organisation. As 
will be discussed - we do not agree with that opinion as our results is providing 
other differences as well. 
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6.2.1 Influences by external environment 

Viewing our analysis of the OI at SHT critically, as organisations may have an 
identity on its own only in a metaphorical sense (Alvesson et al., 1992), there is 
at least a perceived soul, preparing for a real organisational identity to exist, that 
could be seen as confirmed by a statement made by one of the participants in 
one of the focus groups. The employee said that he perceived that the company 
of Sapa Profiles had no spirit and that some kind of uncomfortable feeling was 
occurring while being there. He viewed the explanation to be found in terms of 
employment. Of course, several other aspects have been illustrated in the 
empirical results also showing that there is something special and unique with 
SHT as a company, but this tiny part actually view there is a perceived soul 
within this company as Backhaus et al., (2004), Ind (1997) and Hatch et al. 
(2000) discuss. In order to define the own organisation, comparisons with other 
companies could be made according to Hatch et al. (2004). This occurred in 
almost all focus groups which facilitated the employee perceptions of SHT. The 
use of Sapa as a reference and the perceptions of the company Sapa Profiles as 
viewed as “Sapa Sapa”, meaning the original Sapa company, is further showing 
the Sapa corporate group belongingness as affecting and confirming the identity 
as well. Comparing discussions are further influencing the definitions of OI at 
SHT, as they contribute to distinguish the company uniqueness, according to 
Barney et al. (2000) and Gioia et al. (2000), and facilitating the finding of 
distinct OI characteristics fulfilling one out of three organisational 
characteristics wanted in order to define OI as defined by Albert et al. (1985).  
 
However regarding the image aspect as well, as the employees are affected by 
the image and the OI is image influenced as Hatch et al. (2000) discusses, the 
reading about SHT in the news papers about SHT occurring in all groups could 
be seen as strengthening the view of the image effect on the organisational 
identity. At the same time, the perceived anonymity of this company is a factor 
contributing to a minimum of affection, good or bad, on the OI perceptions 
explained by low accessibility and visibility. Thus, how well known the 
organisation is to the outside world will affect the members’ perception of OI 
and strengthening identification as well according to Alvesson et al. (1992). 
Additionally, the position of SHT as a suppliers’ supplier in the automotive 
industry can also be seen as having an effect on the employee perceptions of the 
organisation as the employees might have a harder time to perceive this kind of 
company in relation to themselves which might be affecting the perceptions 
about the company in a neutral way with a minimum of image affection.  
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6.2.2 Influences by internal environment 

Even though we defined the OI as one entity, there could be a possibility 
viewing the company as having potential multiple OIs as well which could be 
seen in a way, as multiple identities are common in the presence of different 
kinds of businesses within the same company as explained by Alvesson et al. 
(1992). Different identities are to be seen as occurring naturally regarding SHT, 
if this approach is used, as the different production departments could be viewed 
as three different companies in one. This phenomenon is further illustrated and 
related to an “us vs them syndrome” occurring in the company - a phenomenon 
that is well known among the employees. The existence of this syndrome could 
be strengthening the idea about different perceptions creating different OIs as it 
seems to separate the employee groups. Multiple organisational identities could 
further be illustrated in this company, as in most of the other existing 
companies, in terms of the framework by Balmer et al. (2002), as we have 
investigated one part of the actual identity but not the other identities presented, 
including the image or the vision. The multiple OI perceptions as visualised by 
the “us vs them syndrome” could further be viewed as illustrating the visible or 
conscious as well as explicit aspects of the OI, and confirming the phenomenon 
existence when discussing in terms of Hatch et al. (2000).  
 
What is further seen, regarding our specific case and research, is that the 
company history seems to have a large effect on the OI development and the 
appearance of the cultural phenomenon described as “industrial mentality”. 
Alvesson et al. (1992) and Ind (2001) claims that history is influencing OI and is 
important to the development as a rich history of traditions and memories 
support the organisation, as consistency over time are important for employee 
perceptions. This can be viewed as a development of the “industrial mentality” 
and further supporting the importance of that mentality regarding OI if there is a 
lack of top management communication (Heide et al., 2005) and could also be 
explaining the company loyalty, as expressed by the employee group adopted by 
this specific culture. This culture could further be viewed as strong because of 
the industrial historical aspect. As we see it, there might be a risk that this strong 
culture influence might become the OI if the heritage is strong enough. There 
are several reasons to come back to that discussion. 
 
As we have described earlier, identity as a phenomenon is hard to separate from 
culture as both include values and could be both conscious and unconscious as 
well as tacit and explicit depending on the context, which makes a separation in 
order to define OI context dependent, which it is further argued to be by Fiol et 
al. (1998) and Hatch et al. (2000). What OI could be considered to concern is 
what the organisation stands for as a whole, more exactly concerning that shared 
beliefs and values that are central (Hatch et al. 2008), unique or distinctive 
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(Albert et al. 1985, Van Riel, 1997) and stable within limits (Dhalla, 2007). The 
aspect of uniqueness is regardless of environmental changes (Albert et al., 
1985), e.g. the economical crisis occurring in the world. This could further be 
viewed as a revolutionary ongoing change, especially regarding the car industry 
and can be seen as facilitating our research study regarding this case as it could 
be perceived as strengthening our empirical findings, as more or less stable as 
well as unique for this company. As discussing the distinctiveness and the 
uniqueness of the characteristics showed, two out of three characteristics 
required for the classical OI definition created by Albert et al. (1985) have 
thereby been basically dealt with.  
 
The third and last characteristic regarding the enduring or stable aspect of the 
findings are nowadays discussed in terms of more and more dynamic (Gioia et 
al. 2004; Hatch et al. 2000), highlighting the influencing potential (Dhalla, 
2007). Since the strategic intent is a factor separating culture and identity 
(Alvesson et al., 1992; Hatch et al., 2000) this is further one of the stepping 
stones being used in order to the definition applied in this thesis, as this implies 
the influencing possibility. This stepping stone is further what facilitates the 
definition of “industrial mentality” as a culture phenomenon distinct from OI, 
since that is not possible to create or shape by managerial influences according 
to these assumptions. The possibilities of strategic intentions could be seen as 
supported by the empirical findings presenting, what is to be seen as multiple 
OIs, showing differences in perceptions between experienced workers and new 
employees. Speaking about employees, according to this discussion, the none-
cultural adoptive are easier to shape in the company wanted direction. 
 

6.3 The Organisational Identity of SHT – a deeper understanding 
The detected challenges at SHT can be viewed as mainly concerning the “us vs 
them syndrome” supported in some kind of lack of communication between 
departments/units/shift-teams, which are creating misunderstandings regarding 
work and lack of mutual understanding. This is also creating a barrier for a 
decreased “us vs them syndrome” resting on the arguments by Cornelissen et al. 
(2007). The lack of mutual understanding between groups/departments or units 
can therefore be viewed as an obstacle for cooperation development. This and 
the employee perception of low employee influence regarding rules illustrate a 
huge challenge for the company to handle. 
 
 As a strong OI can be seen as facilitating cooperation, as well as affect the 
employee view of the organisation in a positive way, by illustrating a holistic 
perspective in relation to the own work according to Alvesson et al. (1992). An 
analysis of the degree of strength regarding the OI of SHT could therefore be 
hiding some kind of interesting explanation. This idea seems to be further 
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supporting motivation for work and feeling of belongingness with the 
organisation, which can be a positive strengthened outcome of a strong OI as 
well, which in turn can be seen facilitating internalisation of values created by 
the company reflecting, having the ideas of Alvesson et al. (1992) in mind. As 
the degree to which the OI characteristics are salient, stable and internally 
consistent determines the strength of the OI (Albert et al., 1985), the discussion 
below should be viewed as speculative about the strength. It could be viewed as 
an existing need for a longitudinal research study following SHT for several 
years including some form of larger change to be able to actually analyse the 
strength of the OI at companies in general and this company in particular. 
 

6.3.1 Defining the strength of OI 

A strong influence of history is viewed as an important part influencing OI 
besides internal communication (Alvesson et al., 1992; Ind, 1997; Melawar et 
al., 2006). This is seen at SHT as well, as the OI can be viewed as having good 
internal conditions at SHT regarding history related to OI development and 
strength as the rich history of traditions and memories supports the organisation. 
Another reason is the importance of consistency over time for employee 
perceptions, which is facilitated by the strong history and culture aspect 
according to Alvesson et al. (1992), which seems to fit to the SHT environment 
as well. A company reconstruction a few years ago, which still seems to have 
large impact on the employee perceptions in general, could in a worst case 
scenario have created a decreased OI strength regarding the employee perceived 
trust towards the company, which may affect commitment and loyalty 
negatively (Ashforth et al., 1989). In that case, as argued by Ashforth et al. 
(1989) the ability to unify the organisational members decreases. At the same 
time, big changes are creating insecurity and resistance in general as it is a 
normal human behaviour seeking security. Therefore a negative attitude could 
be recognized as well, expressed as the following hypothetical constructed 
meaning illustrates; It is no idea to bother, since they will soon be doing 
something else anyway (Alvesson et al. 1992). This expression has occurred in 
these empirical findings as well, even though it is to be perceived as rare.  
 
There could be described to be strong perceived multiple OIs addressing the 
empirical findings and the definition of multiple OIs as described by Alvesson et 
al. (1992), as they describe the commonness of different perceptions regarding 
different productions within the same company in their research. The speaking 
in terms of we referring to the company as a whole (Alvesson et al., 2001) is rare 
in all focus groups. The strong “us vs. them syndrome” occurring on many 
levels as well as between levels is highly complex. The focus on the own 
department when speaking, as we have observed in all focus groups, seems to 
highlight the own department as the general place for the OI perceptions, which 
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is seen as another obstacle creating resistance towards department integration 
already reinforced by the lack of immediate cooperation needed regarding daily 
work. The degree of OI strength is an important source to identity work, as 
members will perceive themselves as part of a greater “we”, if the OI is strong 
and as a result, experience closeness towards the organisation according to 
Alvesson et al. (2008). Further, the spider web; “us vs them syndrome” could be 
seen as explained and reinforced by the geographical structure, which could be 
further seen in daily work practice as different work structure and different hows 
(i.e. how a job assignment should be done) occurs. As a result everybody does 
the job assignments and the work in their own way. This could be seen as 
creating a weaker OI. However, there is a little group, existing as a result of 
culture adoption and some kind of vocational pride, that are the ones showing 
the company loyalty as being there when needed. This could further be 
explained by a developed professional experience created by learning over time, 
strongly influenced by the over time developed “industrial mentality”. This 
seems to have created an employee ability of holistic perspective. At the same 
time this group and the strong influence of history could be viewed as creating 
change resistance, which Alvesson et al. (1992) claim are common addressing 
organisational history as well as keeping knowledge to ones own which is 
indicated by our empirical findings. This in turn could be providing a potential 
disadvantage according to Barney et al. (2000), threatening the costumer focus 
and wanted flexibility inside of this company. The culture influence could 
further be indicating that the time aspect could be important concerning OI 
adoption. 
 
We have focused on the perceptions that are shared among the employees as the 
degree of shared perceptions is showing the existence of OI (Albert et al., 1985). 
The degree of a shared common OI, or OIs across subunits, is further dependent 
on organisational characteristics as discussed by Ashforth et al. (1989). 
Difficulties related to strategically strengthening OI at SHT, could be seen in the 
employee perceptions of the organisational structure including difficulties being 
part of an unwished corporate group (i.e. Sapa group) as being bought by 
different owners forced to follow new directions. This company has been 
changing direction many times, regarding production, ownership, names etc, 
which could be viewed as weakening the OI (Alvesson et al., 1992). Further, the 
production itself concerning end-products, the visibility is not a facilitator for 
the employees as being a suppliers’ supplier as the possibility to view the own 
products value to the world is not easy at the same time as it is an important 
aspect influencing the OI strength as Alvesson et al. (1992) argues. The 
organisational structure is further seen as an important factor influencing OI, in 
terms of hierarchy, concerning the geographical aspect as well (Alvesson, 2000; 
Melawar et al., 2006). This could also be viewed as an obstacle related to the 
geography as the production takes place in different buildings on a large area.  
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Another obstacle could be viewed as security as there is a need following 
security rules when visiting departments which could be preventing spontaneous 
visits and make visits less common, especially if the daily work schedule is full. 
Due to structural and production aspects as well as strong organisational 
boundaries defining the organisation towards the outside world (Alvesson et al., 
1992), there seems to be a big challenge facilitating the “we” development. All 
of the above mentioned aspects of discussion could become a basis for strategic 
initiatives regarding OI strength (Alvesson et al., 2001). OI as weakly 
developed, even though the culture is extremely strong, seems to be pretty easy 
to understand as the challenges uniting the employees and the hardness for the 
employees defining the company rises. 
 
In sum, we argue for the OI of SHT to be considered as more weak than strong, 
regarding both external and internal factors. The strength of OI in this case is 
further validated in the strong “us vs them syndrome” as well as an existing 
identification with the work group or profession rather than the company as a 
whole, which seems to facilitate different OI perceptions. This seems to be 
common especially among the blue-collar workers. As argued by Alvesson et al. 
(2008) people will seek alternative identification sources like work group, 
department or profession if the OI is weak. The history of SHT and the 
“industrial mentality” is further a strong culture influencing the OI (Alvesson et 
al. 1992) which is, besides being an obstacle for OI development, further 
providing change resistance and a barrier for moving in the CEO desired 
direction. The employee viewing the existing “us vs them syndrome” as a 
problem, could be interpreted in many ways. As identity can be viewed as a 
conscious and visible part of culture (Hatch et al., 2000) this phenomenon look 
like a part of OI. At the same time this could be seen as part of a historically 
developed culture, as both identity and culture may occur consciously (Hatch et 
al., 2000), as this is like a conscious culture heritage. If this is to be viewed as 
part of the OI, there is hope to reduce the existence of the syndrome as OI is 
possible to influence.  
 
Using a psychology perspective like Ind (2001) did, an identity does not 
necessary need to withhold purely positive characteristics as all characters can 
also be viewed as threats for developing competitive advantage (Barney et al., 
1998). It is for the company to decide whether to see the OI at SHT as desired or 
not. The external factors affecting the strength of the OI are offering a 
weakening effect, as illustrated above, as changes in ownership, names and logo 
as well as the position on the market as a suppliers’ supplier. In terms of the 
internal factors we identify a lack of CEO communication of core values as well 
as lack of cooperation on all levels, especially between departments and units. 
However, the utilization could be viewed as the determinate whether or not the 
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OI is to be perceived as positive or not (Dhalla, 2007). Thus, there could be 
benefits of a weak OI if people strongly identify with the work group or 
profession, in terms of developing cohesiveness and engagement which could be 
viewed as strengthening the production (Pate et al. 2005). A weak OI is further 
possible to strengthen and if the OI discovered as not wanted – the weaker the 
better in order to facilitate change. 
 

6.3.2 Turning the “us vs them syndrome” towards a “we” 

Summarizing the whole picture regarding internal communication about values, 
it does not seem to be prioritized at SHT. As a result of desk research there was 
not any findings of a written personnel idea. The core values were not found 
directly visible on the intranet (i.e. HeatNet) and not at all at the SHT homepage. 
None of the focus groups discussed existing core values directly during the 
focus groups sessions. Among the blue-collar workers several said that they did 
not know anything about goals, strategies or values desired by the company, 
even though they had ideas about it. Summarizing these pictures, there is a 
possibility to identify a lack of internal communication of the desired OI 
(Balmer et al., 2002), which in turn could be creating a weak OI or weakening 
the existing OI. Important is that what is not communicated, which could be 
expressed as silence as Melawar et al., (2006) argues, which seems to have a 
deep impact as well. It is common that an OI that is not made explicit will affect 
the employees to seek alternative identity sources as departments, positions, 
tasks or professions as Alvesson et al. (1992) claims, supported by Ind (2001) 
discussing the importance of the human need for an identity platform. This 
could affect the employee OI perceptions further creating bigger differences 
than necessary as identification with a part of the organisation rather than to the 
whole leads to further separation among the employees (Alvesson et al., 2008). 
Additionally, it may also be viewed as increasing the “us vs them syndrome” 
instead of the opposite as discussed earlier.  
 
A potential lack in communicating this is who we are could further put the OI 
construction in the hands of the employees, reinforcing the employees to 
perceive an OI definition of their own, possible to be detected studying the 
behaviour in daily work. The behaviour, perceived and described as everybody 
working differently regarding the daily work, could further be indicating a 
development of a false OI, as will be further discussed below, as behaviour 
could be seen as a central and fundamental part of OI (Alvesson et al, 1992; 
Cornelissen et al. 2007; Ind, 2001). As behaviour is an indicator of values and 
norms (ind, 1997), lack of conformity could serve as an indicator for existence 
of different identification platforms and different perceived OI (Alvesson et al., 
1992). The perceived “us vs them syndrome” could by this reflection be 
reinforced by a potential lack of clear communicating of the desired identity. 
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6.4 The relationship between OI and culture – a theoretical 
development 
Clarifying, and in a way, validating the empirical findings as concerning OI and 
not culture above, further development of the relationship between culture and 
OI needs to be done. Since it seems to be difficult separating identity and culture 
addressing the previous research and theoretical framework regarding this 
research area, we have some reflections to share taking our empirical-driven 
research as a stepping stone. Many characteristics are influencing the OI 
development like ownership, production and the product itself and place in the 
value chain (Alvesson et al., 1992) as discussed above. Furthermore the 
geographical company division, structure and organisational hierarchy will 
influence (Melawar et al., 2006). Also is, as Alvesson et al. (1992) claims, 
consistency over time important for the employee perceptions as reflecting the 
OI, which makes the long history further being part of the culture. The history, 
as influencing both identity and culture, Alvesson et al. (1992) argues, is by that 
idea interesting as culture is very hard to separate from identity. History will 
therefore deserve some kind of special light in this context. Could it be the case 
that the “industrial mentality” could be that strong that it could actually be 
acting like some kind of organisational identity and therefore mislead 
employees, who could be taking this culture frame for an organisational 
identity? If that is the case it could be possible for this kind of culture to be 
viewed as a false OI. In order to facilitate futuristic OI investigations regarding 
the relationship between culture and OI, our reflection concerning the 
importance of this matter and importance of time needs to be highlighted. 
 

6.4.1 The false OI appearance  

Because of the stabilizer effect the culture aspect could be viewed as having a 
greater impact on OI existence and strength here than in other companies or 
industries. This view could be seen as supported by the case of Alvesson et al. 
(1992) viewing and analysing the culture in the same kind of company as SHT. 
This could further be the case as the belongingness to a corporate group and 
different ownerships has made the company run in different directions over 
time, why the culture influence could be recognised as keeping parts together. 
What could be seen in this specific case, or possible in this specific industrial 
environment in general with companies having the same conditions as SHT, is 
that the “industrial mentality” could be working as an illusory OI, created by 
employee historical memory as well. This phenomenon could be called a false 
OI, which could be another way of viewing culture and be important to identify 
in research work in practice. The false OI at SHT could be illustrated by the 
existence of the “industrial mentality” as there are tendencies to perceive the 
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company in line with the culture aspects. The phenomenon of false OI could 
therefore be contributing to the OI research field since this contains culture 
reflections which are needed to be identified in order to define identity aspects. 
This false OI could only be created by the employees adopted by the “industrial 
mentality” but could be spread though, making this development and appearance 
possible. In a way, if this picture is related to the company desired identity it 
could be seen as reinforcing the OI of the company, built on Balmer et al. (2002) 
claiming the importance of alignment between different identities. But if it is 
not, it seems to be highly important preventing this development. One way 
preventing it is by using a straight and clear communication of the desired OI 
according to Heide et al. (2005) and Cornelissen et al. (2007).  
 
Addressing the case and the strong effect of the historical developed culture 
frame, including an “industrial mentality”, different aspects can be noticed. One 
reflection is that the history and the “industrial mentality” could be viewed as a 
stabilizer for OI, which Ind (1997) claims arguing the historical influence on OI 
development, and thereby facilitating the existence of OI in this context. The 
reason for supporting the culture as a stabilizer is a reflection of the company as 
it adjusts to different owners regarding the corporate group belongingness and 
thereby reduces the OI, as shifting ownerships could be viewed as having a 
weakening effect as Alvesson et al. (1992) discuss. As there is a basic human 
need for stability, as Ind (1997) claims, the false OI could appear in absence of 
ability in perceiving the existing OI. At the same time OI can be viewed as 
highly unstable constantly defined by its members, as Gioia et al. (2004) argues, 
why a function of a redefinition of the false OI appears as it becomes a cognitive 
capacity saver for the employees. The cognitive process will work as a decision 
facilitator in a constant redefining OI perception process. This view of 
perceiving the history characteristic is therefore not just a strong impact on the 
OI development, as Ind (1997) and Avesson et al. (1992) claims, but also as a 
platform for employee decisions in daily work, as the false OI has actually 
become the OI itself. History, in this sense when long existence having deep 
impact on the culture heritage, is actually an extension of the OI and not just a 
factor influencing the OI development. The appearance of a false OI is as 
discussed, only possible if a CEO communication of goals and strategy is not 
existing, weak or being unclear. The function of the false OI is therefore to 
guide the employee decision making facilitating daily work and offer a platform 
for identification, which at the same time is facilitating the employee creation of 
a false OI.  
 

6.4.2 The importance of a time perspective 

Balmer et al. (2002) view the Actual identity as having a present time 
perspective. The time perspective is an aspect not being viewed generally in the 
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literature we have studied. As history is seen as part of the past and culture is 
developed by the past as well, regarding “industrial mentality” which makes this 
case special in relation to the environment, there is a factor being possible to add 
concerning OI. As OI is possible to affect, the changeability is frequently 
highlighted (Dhalla, 2007). One explanation is the possibility to change the OI 
as the OI is a result by employee perceptions (Alvesson et al., 1992; Hinn et al., 
1994). Developing this idea in an abstract way, the perceptions are occurring in 
the present and are person dependent, why the OI would be changed if the total 
employee group would be replaced or deeply affected at the same time. This 
creates a perspective where the researcher has to be very careful claiming facts 
about OI, at the same time highlighting and making OI present dependent. 
 
Reflecting on the “industrial mentality”, as developed by the history, will make 
this kind of environment and culture more past dependent, than could be in other 
kinds of firms without this kind of historical heritage. Therefore the culture 
framework, as a surrounding context regarding the OI, as Heide et al. (2005) 
portray the phenomenon, could be seen as past dependent and OI as present 
dependent. This reasoning will create a complementary factor - the time 
perspective - contributing to a separation between OI and culture, especially 
regarding this kind of historical developed company making this case of special 
interest here. By this approach, identity research is not just about which 
perspective one takes, as Hatch et al. (2000) claims, or the possibility of 
strategic intent in the findings, as Barney et al. (2000), Dutton et al. (1994) and 
Dhalla (2007) argues, or the degree of textual, explicit or instrumental 
characteristics regarding the phenomenon as discussed by Hatch et al. (2000). It 
is also about a time perspective as culture in this context can be viewed as past 
dependent illustrated as memories and talk about the past as well as in behaviour 
in work illustrated as norms, which is hard for new employees to understand 
according to Fiol et al. (1998), compared to the present occurring OI. A 
researcher necessity could be argued to be the need of separating the present 
perspective from the past perspective in order to separate culture from identity in 
general, and culture from OI in particular. The time perspective could further be 
used in order to identify false OI as false OI is past dependent as discussed 
above. By this idea we agree with Balmer et al. (2002), discussing Actual 
identity as representing present perspective as we see the OI part as representing 
present perspective as well. 
 

6.5 One OI defined – what about the differences? 
As different perceptions also could be seen as a natural characteristic among 
human beings and therefore are common among employees perceiving who the 
organisation are, as discussed by Bunderson (1998) and Alvesson (2008), we do 
not view the differences regarding the OI perceptions as confirming an existence 
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of different OIs, even though it could be, regarding the different productions 
going on as Alvesson et al. (1992) highlights. One could therefore question our 
findings of one single OI of SHT, why it is important to notice that we according 
to Whetten et al. (1985) view OI as the degree of shared perceptions. Even 
though we defined OI as responsibility, engagement, willingness and energy, 
which we see as four cornerstones upon which the company is resting, we 
further identified several differences regarding OI perceptions among the 
participating groups and not only between single participants. As a lot of 
similarities as well as differences were shown between different groups we see 
this as an area for discussion as we found the differences of theoretical interest 
as we aim to contribute to a deeper theoretical understanding of the concept of 
OI. Again, one could compare this reasoning with the reasoning by Heide et al. 
(2005) claiming the importance to identify what OI is not in order to define what 
it is. Therefore, the differences are highly interesting as these secondary findings 
of OI differences might add value to the research field in another way than the 
primarily finding of the OI itself might do. 
 

6.5.1 Multiple OI detection 

Regarding the difference of subjects among the blue-collar- and the white-collar 
workers, there is a tendency towards different organisational levels within the 
discussions between the two groups as the white-collar workers are more 
referring to structural and organisational related subjects. According to different 
job assignments, these differences could be viewed as developed by natural 
cause but also as showing a difference in OI perceptions regarding work position 
as the employee perceive the company in different ways regarding perceived 
different information access. Even though the communication area is not 
focused in this thesis some support for the importance of communication, which 
Cornelissen et al. (2007) claims, could be reflected explaining the differences as 
the white-collar workers generally perceive the best gain of information 
compared to the blue-collar workers as they generally perceive a lack of 
information. Taking all groups together, the OI differences regarding the 
subjects of discussion, together with the self validating employee aspects and the 
perceptions regarding the company in comparison to others, could be showing 
an illustration of several parallel existing OIs at SHT, in line with the arguments 
by Alvesson et al. (1992). Besides the position aspect, these differences could be 
viewed as connected to job assignments. 
 
The OI differences regarding the managers and white-collar workers within 
other positions seem to be related to job assignments as well as the positions. 
The same goes for the differences regarding OI perceptions within the blue-
collar worker groups perceiving skills needed from their own point of view 
when evaluating the company. Therefore, job assignments, i.e. what the 
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employees do at SHT, which also could be referred to as a vocational base, 
could be viewed as one identity perception base of its own. One could further 
argue that a difference in vocational perspective is dependent on whether an 
employee views his/her job as a career or not. Hence, it is likely that white-
collar workers identify strongly with their profession and that ones own identity 
is closely connected to the vocational identity in the same way as the blue-collar 
with a long experience connect to the vocational identity as well. Further, the OI 
differences between the two white-collar worker focus groups are possible to 
relate to different departments, explained by the lack of communication, non-
cooperation and a lack of mutual understanding. The “we”, seems only to be 
referring to the own department when speaking, as making the own department 
the base used when perceiving the company OI. Digging deeper, regarding the 
differences between the blue-collar worker groups and highlighting the 
production department verses the production supportive department, a 
department aspect - a departmental identity perception base, could be illustrated 
within this group as well. The same could be the case when talking about 
cooperation challenges regarding different departments among the white-collar 
workers. 
 
Further, in the results we have summarized the findings within all groups and 
focused on similarities aimed as identifying the OI of the company. Again - that 
does not mean that there are no differences between the group perceptions even 
though we have not focused on those. As the degree of shared identities across 
subunits could be seen as depending on organisational characteristics, as 
Ashforth et al. (1989) claim, we presented the wholeness in our empirical 
findings as the analytical level to start on. However, the differences shown in the 
empirical findings are illustrated like “most of the groups…”, “two groups think 
that…” or “most of the blue-collar workers…” etc. These differences could 
further be related to the strength of the “mini-families”, or work group impact, 
referring to norms and values affecting the perceived OI of the company as well. 
As the differences are mainly concentrated to exist between groups, the existing 
of a work group perspective influencing the OI perceptions could be viewed. 
The same phenomenon could be discussed as shown between the white-collar 
worker groups; with managerial responsibility and the ones without. Beside the 
above mentioned; position, job assignment and a vocational aspect, there could 
be a group influence as well. This reasoning could further be strengthened by the 
existence of a strong “us vs them syndrome” as this syndrome could be created 
by different OI perspectives occurring at many levels among the employees 
working within this company.  
 
The same phenomenon, as illustrated above highlighting the work group 
influence of OI perceptions, is further possible to transfer on an organisational 
level. This idea is possible to transfer as two worker groups working in the same 
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unit may have the same group perceptions regarding OI, which other groups 
working in other units may not share. Therefore, the differences could be 
occurring between units as well as differences between the two blue-collar 
worker focus groups, as they may differ from other groups working in other 
units within the same department, why a unit or division built OI perception is 
illustrated as well. The same reasoning is further transferable to departments 
itself. This aspect may be possible only when the company has a geographical 
structure like SHT, and maybe the same size as well, making a department 
including two or more units. The same goes for the department reasoning as 
several departments needs to exist within the same company if a departmental 
perspective is to be utilized. If the company is being investigated in order to find 
the OI, this aspect may become irrelevant if the formal organisational structure 
is constructed in another way. 
 
As being highlighted above we do not actually see a company as having 
multiple identities, as explained by Alvesson et al. (1992), even though a 
company as big as this, is involved in different productions. We disagree to this 
researcher’s perception as we do not see multiple OIs as existing at all in any 
company or industry regarding the theoretical framework applied. Referring to 
Barney (2000), perception differences are common among employees and do 
not necessarily represents different OIs. Rather we view geographically and 
production related-, as well as job assignment related-, perception differences as 
created by different platforms in the employee world of reality as created by 
different cognitive perspectives from which the employee is creating the 
perceptions. According to the OI definition as shared perceptions, we see a 
company as having only one OI and as the size of the company increases, the 
perception differences will do as well. The challenge for the researcher is to 
detect the existing OI. Speaking about OI perspectives instead of multiple 
identities regarding the OI area, could serve as a better explanation since it is 
about the platform taken how the organisation will be perceived, even though 
the department, unit or group etc. are all parts of the company and are therefore 
having some part of the OI perceptions of their own. By this idea, a multiple 
identity approach regarding the OI concept is not totally wrong but since there is 
a risk for mixing OI perspectives with aspects of identification, as both regards 
the employee world, and take a risk to forget the meaning of the cognitive 
aspect, a preference of OI perspectives could be a better solution. These 
perspectives are to be seen as occurring within an environment and culture 
frame, why this is showing the circumstances for the employee approach 
towards the company as a whole as well. This is further needed to be considered 
in order to separate culture and environmental aspects from OI perceptions and 
by that gaining a deeper understanding of the employee perceptions in order to 
define OI characteristics.  
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6.5.2 Developing the Balmer and Greysers’ (2002) Actual identity concept 

Summarizing the discussion regarding OI perception differences between groups 
above, the multiple OI perceptions could be presented in the following picture; 
Vocational (or job assignment related) OI, Positional OI, Unit or divisional OI, 
Departmental OI and Work group OI, illustrated in Figure 2 below. These 
different OI cognitive perspectives illustrate another kind of the organisational 
identities mix than the identity mix developed by Balmer et al. (2002), as 
Balmer et al. (2002) constructed a framework explaining multiple identities 
regarding different organisational level aspects concerning the visionary OI, the 
employee perception OI, the communicated OI etc. The Actual identity is 
described as perceptions on all organisational levels as the CI (i.e. corporate 
identity) could be seen as mixed with the OI (i.e. organisational identity) as 
described by Balmer et al. (2002). The same illustration of the model can be 
used viewing the perceptions perspectives regarding OI as well, in what is to be 
seen as another level, as it is possible to view the illustration of OI as a part of 
the Actual identity since the presented OI perspectives could be viewed as 
included within the Actual identity concept. Our framework is therefore to be 
viewed as being part of (or included) within the Balmers’ et al. (2002) Actual 
identity, illustrated in figure 1, is presenting the total picture of the company 
including the image and the CEO vision as well. However, the summarized 
perspectives in our  model are here capturing an alignment of OI perception 
similarities, which are possible to illustrate as the true OI, as building on Balmer 
et al. (2002) as they describe the OI misalignment in their model as offering a 
moment of truth as an interesting contradiction.  
 
As could be illustrated, the sum of the perspectives will create the true identity 
in another way as an alignment will illustrate the moment of truth – capturing 
the true OI. For this reason the centre in this model is illustrating the true OI, 
referring to the identified OI at SHT, illustrating different employee perceptions 
without CI aspects, as a result of a consolidation by the multiple OI perspectives 
creating the employee perceptions. Like Hatch et al. (2000) argues concerning 
the differences between culture and identity as depending on which perspective 
one takes, the perceived OI is to be viewed in the same way since it is a question 
of perspective taken how the company or the organisation is perceived by the 
employees. The perspectives presented in this picture are therefore not to be 
viewed as an identity platform for the employee self regarding identification, 
even though it might be. The argument behind this reasoning is that the 
perception of the organisation is influenced by the perspective taken, depending 
on the employee position, department belongingness, job assignments, work 
groups belongingness and vocational experience. The true organisational 
identity, as we have experienced by focusing on defining the OI in practice, 
could only be reached when every perspective is counted for. The researcher 
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must have in mind though, that existing perspectives might differ depending on 
the structure of the investigated company. However, the level of the perspective 
framework as constructed will be organisational, regardless perspectives 
involved. This requires the researchers in this scientific area to figure out how to 
make employee perceptions regarding OI available since these are occurring 
mainly unconsciously. Uncovering the perspectives involved may as we see, be 
one important starting point as the true OI of the company will only appear 
when all mutual perceptions from the existing different OI perspectives are 
united. The moment of truth then, will only occur when the existing perspectives 
are uncovered. 
 

 
 
 
Figure 2 

 
The OI perspective framework  

Defining the perspectives, as influenced by the Balmer et al. (2002) framework, 
based on the empirical findings regarding this unique case and SHT could be 
viewed as follows; (V) Vocational OI could be recognised as perceptions based 
on job assignments; what the employee does at work and in daily work. Also 
affecting this perspective is the level of degree of “industrial mentality” 
adoption among the employee, defined as time of experience and years working 
at the company, which seems to be related to the degree of perceptions based on 
vocation making the vocation perspective the base for the OI perception. (P) 
Positional OI could be viewed as concerning OI perceptions regarding the 
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positional level of work; position in the organisational hierarchy, formal degree 
of influence and perceived information access. (W) Work group OI, could be 
viewed as the platform for OI perceptions if the perceptions are mostly 
influenced by the work group. Work group OI is depending on the degree of 
cohesiveness within a working group, the shift teams included, personality 
affection and relationship strength involved. The two remaining perspectives (D) 
Departmental OI and (U) Units/Divisional OI seem to be mainly illustrated by 
the “us vs them syndrome”. These perspectives are involved as the “we”, when 
speaking about the company refer to the department or the division within the 
department of the company and not the company as a whole. (U) as a dominant 
unit/divisional perspective influencing the OI perceptions would be, referring to 
the empirical findings, when some sort of conflict is occurring between units 
within the same department or if no relationship occurs between units within the 
same department. A unit/divisional OI could be seen as replacing the department 
as a cognitive platform for OI, viewed as departmental OI perceptions. 
Therefore both (U) and (D) (i.e. departmental perspective) perspectives require 
strong group cohesiveness among the working groups within the same unit or 
department or lack of cooperation or some sort of conflict between units. 
 

6.5.3 The perspectives in focus 

Developing the framework idea further, it could be the case that different 
employees are more found of one perspective than another even though they 
might belong to several different. As the lines illustrates, there is a mutual 
relation occurring between the perspectives as one employee may have different 
OI perspectives at the same time affecting the OI perception of the company, 
even though there seems to be a dominate one. This is important to account for 
as well. The perspective taken seems to depend on existing environmental 
aspects. Reflecting on this idea, connecting it to the empirical findings, it could 
be the case that the blue-collar workers generally are more coloured by the shift 
teams; the work group perspective. The supportive department group, 
supporting the production, could at the same time view the company OI as based 
on a vocational perspective since they have a strong connection to their own 
specific vocation, working with addressed job assignments. The same goes for 
the blue-collar workers having adopted the “industrial mentality”, which 
includes a professional experienced pride. Another employee group, viewed as 
working in the production department, viewed as the heart of the business, could 
be more departmental orientated since the importance of this department is 
perceived as CEO highlighted. White-collar workers on the other side could 
have a perspective of positional OI perceptions and the departmental OI, 
compared to the blue-collar workers, having a perspective of unit/divisional or 
work group as further defining OI. Further, separating the unit/divisional OI 
from departmental OI could be viewed as having a background related to the 
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relationship aspect. Having some sort of historical built conflict involved creates 
a barrier for cooperation between units within the same department or if 
relationships are not developed between units in the same department the OI 
perception might be coloured by the unit aspect and not the departmental aspect.  
 
The existence of identity perspectives can be seen as reinforced as well as 
validated by the existence of a strong “us vs them syndrome”, which is 
occurring in many levels regarding SHT; between divisions/units within 
departments, between departments, between positions within departments, 
between groups and shift groups as well as sometimes between machines within 
departments. In another aspect the “us vs them syndrome” is also shown 
regarding the vocation or job assignment aspects, which is included in several 
levels. Since all levels of the “us vs them syndrome” occurring is part of, or 
included, in another level the syndrome could be seen as occurring within a 
three dimensional spider web, since all levels are related to each other. The lines 
in the figure (i.e. figure 2) may therefore also illustrate the “us vs them 
syndrome” as well as. These relationships could be seen as a theoretical 
implication themselves as it is a central factor reducing the “us vs them 
syndrome” by reinforced communication between perspectives, theoretically 
spoken, and levels, focusing on the practice, facilitating cooperation and develop 
a joint OI.  
 

6.5.4 The usefulness of The OI perspective framework 

The perspectives illustrated in the OI perspective framework are based on the 
conditions concerning the SHT specific context and the environmental factors 
concerning this company. This framework could be seen as representative 
regarding other old and industrial based companies of this size as well as other 
companies, as illustrated above. Other similar companies could be seen as 
having these different levels of units/divisions, work group, positions and 
departments as well. What is unique for this company is the size and a strong 
company history developing an “industrial mentality”, which could be seen as 
explaining the frequent use of the vocational perspective as the participants 
define OI. Even though the model as presented above could be criticized for not 
being representative for service companies or younger companies as they might 
lack representation of some perspectives, we claim that it is. If there is a lack of 
some perspective all of the perspectives for the company of interest could be 
covered anyway, they are thereby covered and the OI content is validated in 
order to be defined. We argue that these perspectives are the cognitive platform 
behind the employee perceptions further making the OI possible to be 
distinguished from culture as the researcher has the time perspective in mind.  
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The researcher awareness of this cognitive phenomenon and the use of an 
interview guide withholding a validated aspect like ours is further making the 
similarities as well as the differences among the perceptions uncovered and 
visible. Using our idea behind the construction of the interview guide, which is 
an important base for the analysis, makes it possible to further develop and use 
the identification of perspectives for one reasons strengthening the OI concept 
further. This will be one important starting point as the true OI of the company 
will appear only when all mutual perceptions from the existing different OI 
perspectives are united. In order to be united they have to be uncovered. We 
argue that creation of the OI perspective framework on the bases of all levels 
existing of a rare big company with a rich history and high degree of strong 
culture makes the uncovering of all perspectives possible to exist in a company 
possible to do. Using this in practice might leave the researcher some blanks 
regarding one or two perspectives which, in line with the discussion, only would 
validate the OI detected. In order to facilitate transferability one could depict the 
unit and departmental perspectives from the model and focus on the three 
remaining perspectives. Hence, the important findings here are as we argue, for 
the researcher to observe, both the involvement of multiple OI perspectives 
within the Actual identity as well as the existence of the perspective cognitive 
platforms themselves. This enables further implications and possibilities for 
further theoretical development and empirical testing. By constructing a new 
level in this research, focusing only on employee perception, the OI perspective 
framework and the ideas behind may be used further developing OI 
construction.  
 

6.6 Several OI categories: Developing the theory of OI content? 
Balmer et al. (2002) present Actual identity as including internal stakeholder 
perceptions regarding corporate ownership, leadership style of management, 
organisational structure, business activities, range and quality of products and 
services, overall business performance and values. Even though, the content to 
these categorise are not found to be further defined. When comparing these 
illustrated content groups it could be possible to view similarities with our 
empirical findings. It could be possible to identify similarities regarding 
business performance, which could be seen as including the daily work aspects 
and the risks for making mistakes, failures and production errors. Further the 
line manager subject is almost perfectly related to the category of leadership 
style of management. Possibilities to influence work could also be seen as 
categorized in this category. Perceptions of top management and the salary 
system could also be viewed to be possible to place within the presented 
categories, but subjects regarding communication, cooperation, experience and 
learning are found harder to place within the presented boxes. Work relationship 
seems to be almost impossible regarding the names of the categories presented 
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by Balmer et al. (2002). Viewing the subjects occurring in the white-collar 
workers discussions constructed as daily work, managerial work, relationships, 
cooperation, communication, organisational structure and top management, 
there is a difference regarding the subjects to be viewed compared to the blue-
collar workers. The white-collar workers tend to talk more in terms of structural 
and organisational aspects. Further, these subject groups seem to be easier to 
place within the categories created by Balmer et al. (2002) as only the 
relationship and interaction aspects, like communication and cooperation, seem 
to be outside the box.  
 
The blue-collar workers’ subjects of interest when discussed in the focus groups 
regarding the identity aspect, as presented in subject groups in the empirical 
findings, are to be viewed as; daily work, work relationships, communication, 
experience and learning, line managers and the possibilities of influencing work, 
perceptions of top management aspects and the salary system. What they also 
talked about was cooperation and to a large extent making failures, mistakes and 
errors in the production. To some extent they talked about responsibility but the 
largest amount of that subject was under the surface, which could be perceived 
as underlying and therefore a secondary subject. Other secondary subjects to be 
seen are a lack of self esteem and emotional aspects. Comparing those findings 
to the framework of Balmer et al. (2002) and the elements they include in Actual 
identity, and thereby partly in OI, can be seen as showing similarities but also 
potential differences. There is a possibility that the differences are no differences 
regarding subjects of relevance. It is also possible to view an explanation in 
different research perspectives addressing the subject categories regarding 
different schools approach concerning research, as illustrated by Cornelissen et 
al. (2007). For instance the behaviouristic construction behind the relationship 
subject category could be called cooperation by other research fields and as a 
result fit better into one category by Balmer et al. (2002), but since relationships 
and social aspects are a large important part in the employee world, more among 
the blue-collar workers though, this aspect is contributing to the identity aspect 
and was found to be included in the OI itself regarding our empirical findings. 
We view this empirical finding as contributing to a potential lack in the Balmer 
et al. (2002) framework regarding categories and the balance of perspectives 
since we view a need of a complementary behaviouristic category - a value 
category is not enough. 
  
Combining the CI (i.e. corporate identity) with the OI (i.e. organisational 
identity) in Actual identity as Balmer et al. (2002) do, seems to put focus on the 
business and production aspects, even though they have a category named value. 
As CI research also may contain the general meaning of the organisation as 
including roles, behaviour and beliefs as well, as Cornelissen et al. (2007) 
discuss, there is a critical reflection to be viewed regarding the categorization 
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created by Balmer et al. (2002), which could be seen as reinforced by the 
strategic element in OI, which is claimed to exist by e.g. Dhalla (2007), further 
exemplified in the area of employer branding as a strategy developed in order to 
project oneself as an attractive employer regarding the HRM (i.e. human 
resource management) area, as the existence of an identity is a precondition 
making this strategic weapon possible to use, as argued by Backhaus et al. 
(2004) and Heide et al. (2005). It is therefore possible to view the categories 
made by Balmer et al. (2002) as focusing too much on traditional CI business, 
traditionally in the meaning of Hatch et al. (2000), regarding the content. Our 
results indicate that this could be the case since what is to be considered as the 
soft subjects are hard to place.  
 
There seems to be a lack of a category or categories contributing to feelings and 
the human aspect related to the company. The lack of ability to place the blue- 
and white-collar worker subjects into the categories presented by Balmer et al. 
(2002) is strengthening the reflection of the need for categorisation contributing 
to both the behaviouristic and strategic research fields. Perceptions are also 
about behaviour, like the way the employees perceive themselves to be treated, 
which could be viewed as a strategically important aspect as well as a factor 
contributing to OI content, as strategic importance is well known surrounding 
this area according to Fiol et al. (1998). Part of the theoretical lack could be 
perceived as covered by adding a behavioural category according to our results. 
At the same time the Balmer et al. (2002) framework, could be used in another 
way, showing the uniqueness of these empirical findings as well as the case and 
contribute to a strengthening of the defined OI as capturing unique identity 
aspects as uniqueness is part of the definition of OI characteristics according to 
e.g. Van Riel (1997). The need for this category aspect can therefore also be 
seen as relevant in order to cover the unique identity mix arguing in line with 
Balmer (1998). 
 

6.7 Theoretical implications 
The OI perspectives framework could be contributing to the OI understanding in 
OI practical research, which is making it possible to understand OI from the 
employee perspective as well as defining multiple OI perceptions in order to 
facilitate the finding of OI essences or the true OI. The OI perspective 
framework may be used as a tool analysing the qualitative research material 
seeking deeper understanding of an identity related phenomenon. As discussed 
by Alvesson et al. (1992) regarding the close relationship investigating culture 
and identity phenomenon, this tool might be useful regarding culture science as 
well. The developed perspectives should be the platform/base/starting point in 
OI research, since they could be seen as cognitive platforms making the 
employee construction of OI perceptions. By using the OI perspective 
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framework the understanding of OI aspects may increase by; (1) Having the 
knowledge about and identify the cognitive basis for OI perception construction 
initially in the research process, which may work as a facilitator of the 
separation between culture and identity since the perspective aspects could be 
seen as facilitating the separation regarding the strategic intent possibility 
perceived as a key for separation. (2) When focusing on the language and the 
behavioural aspects in order to find the common, central and unique values and 
beliefs defining OI, a starting point can be seen in defining the OI differences, 
which could be used for validating mutual perception and strengthening the 
results regarding the high subjectivity degree and reducing the upcoming risks, 
in this kind of science. (3) This tool may also facilitate the OI research, working 
as a facilitator defining the employee talk, concerning how and what, in 
comparisons with other companies in order to define the OI.  
 
In order to understand the OI, interpret the material and separate OI from 
culture, it is necessary for the researcher to understand the context and the 
organisational culture regulation system, which is supported by e.g. Alvesson et 
al. (1992). The awareness of the employee platform in the discussion is therefore 
necessary in order to interpret and understand the material in the right way. This 
is important for mainly two reasons; (1) since this kind of research is 
characterized by a high degree of subjectivity there is a need for helping 
researchers out in order to separate own interpretations from what is actually out 
there, (2) because of the high subjectivity degree there is a need to create some 
sort of tool, or way, in order to confirm and validate the by nature unstable 
results as valid in the present time. The analytical tool could be seen as weak by 
the degree of subjectivity in this kind of research.  
 
It could be argued that these perspectives are the platforms/basis/starting points 
for the construction of the OI perceptions as well and not only as creators for the 
perceived OI content, since much of OI construction science (the little that has 
been done) seems to relate to the CI field as it focus company factors 
constructing the OI. Our results show a need of a developed understanding for 
the construction of the employee perception as well. The two aspects, the 
employee and the company, need to have balance in order to strategically use 
and influence the OI as being part of the identity. This reasoning can be further 
illustrated by the reasoning by Balmer et al. (2002) perceiving the employee 
perception as part of Actual identity and as the company identities of 
communication, desire and conceived must be in balance in order to reduce the 
possible negative effects for the organisation created by a dissonance, which can 
be decreased by the creation of balance. This could further be viewed as the 
moment of truth as well, as a further development of the framework by Balmer 
et al. (2002) suggesting a research aspect needed in order to reduce the 
imbalance between the corporate identities. By these reflections the affect of OI 
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aspects on CI aspects has been made visible contributing to the intertwining of 
research fields as well as the need for further perspectives concerning the 
practical business area. The strategic aspect of OI makes the OI impossible 
defining any further, which is creating the concept of identity as a possible 
competitive advantage. The twofold aspect of the definition by Balmer et al. 
(2002) regarding OI as included in Actual identity, expressed in terms of OI 
meaning the perceptions by the employees and CI as representing the manager 
business desires, could be seen as representing a research field conflict and as 
concerning strategic possibilities as well.  
 
Even though we are separating some parts regarding the research field in the 
above discussion, it is important to highlight that a separation of OI and CI only 
have been abstractly constructed by us in order to simplify and clarify this 
research making it possible to do since these two concepts are often used in a 
confusing way. Balmers’ et al. (2002) Actual identity resemble how these 
contribute to each other and a starting point in how the OI content can be 
complemented by the content of CI. The research is both limited and widespread 
and no clear line of theory is yet found. Additionally, the dynamical research 
interest of the OI concept has lead to increased attention to how OI is 
constructed and thus how it can be influenced. We find employer branding 
interesting regarding the integration aspect, as the integrated aspect concern 
human and business aspects together, creating the business. Explained by 
Balmer et al. (2002) the identity which corresponds to the concept of 
organisational identity is the Actual identity and the concept of corporate 
identity is described as concerning all five identities. This provides an argument 
for the confusion and possible overlap between the concepts as well as it 
provides useful distinctions as to how one can utilize the aspect of identity.  
 
Even though we have argued for the use of identity perspectives instead of 
multiple identities, we view multiple identities as creating possibilities to 
approach the concept in a more concrete way. According to Balmer et al. (2002) 
there are five identities in any organisational or corporate entity which are 
named; Actual identity, Communicated identity, Ideal identity, Desired identity 
and Conceived identity. As we perceive, the Communicated identity is spotted 
through corporate communication and generally includes controllable factors as 
advertising, sponsorship and public relations, but this corporate identity aspect 
could also be viewed, addressing the discussion above, as needed to include the 
highly important internal visible and salient communication in order to create a 
balance between internal and external communication regarding this area. This 
final discussion again finds support in the employer branding area, as different 
internal and external communication does not facilitate the aim of this strategy 
(Backhaus et al., 2004). When having identified the Actual identity as a 
company, it seems to be a natural step creating gap analysis between different 
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identities using the idea of the Balmer et al. framework (2002), in order to strive 
for cohesiveness between the presented identities, focusing on the image, the 
vision and the OI, in order for the employer branding process to be successful. 
 

7 CONCLUDING DISCUSSION 
In this study the characteristics of the organisational identity at SHT was found 
to be four cornerstones defined as; Responsibility, Engagement, Willingness and 
Energy. A possibility of multiple OI existence, as defined by Alvesson et al. 
(1992), has further been discussed regarding different worker groups’ 
perceptions, even though the idea of multiple OI existence regarding 
organisational identity seems to be questionable addressing the previous 
research and theoretical framework being used in this thesis, viewing OI as 
shared employee perceptions. The thesis has detected some theoretical support 
for the OI to be weak rather than strong at SHT. In the presence of a weak OI 
existence the possibilities of influence concerning the OI in the desired direction 
is further described. Even though communication is not in focus in this thesis, 
the theoretical framework is showing communication to have a central position 
in order to shape and use the organisational identity for a purpose. These 
opportunities are further shown as being supported by our results, as the 
managerial employee relationship is of central character addressing the 
employee focus group discussions. 
 
Contradicting the identity, the culture has been identified as strong rather than 
weak at this company explained by a long company history and a possible weak 
OI. The strong history and “industrial mentality” are shown as providing 
stability offering the employees an OI perception platform. In this case the OI 
perceptions are shown as being culture based, making culture become OI in 
order to give the organisational members something to relate to and have a 
perception about. The perceived OI in this case will therefore be illusionary 
becoming a false OI. In a case where this phenomenon occurs the OI research 
will be even harder and the separation between culture and OI even more 
important making the OI possible to be detected. A false OI existence and the 
“industrial mentality” could further be seen as a barrier for creating a strong OI, 
as the false OI acting as the true OI will function as a guide for the employees 
decision making in daily work. That platform could be hard to change why a 
further barrier for OI strengthening work could appear in terms of strong culture 
and rich history. According to the results false OI would appear in the shadow of 
a weak existing OI and would not be if the true OI is strong. By this reflection 
the culture is seen as the frame contributing to OI construction while at the same 
time it is a surrounding context in which the OI is formed.  
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Regarding companies with changing ownerships and corporate belongingness 
the “industrial mentality”, when it occurs, can be viewed as a stabilizer, as 
described, as well as stabilizing OI over time but when being too strong and 
acting like a false OI it would be a preventer creating obstacles preventing the 
company to change. Therefore detection of a false OI is necessary in OI 
research. Regarding this discussion, time perspective is important to notice as 
this is one factor that separates OI from culture as culture presents past time and 
OI present. This is further helping the researcher separating focus as both 
phenomenon’s are occurring simultaneously. As false OI is seen as an 
expression for a strong culture influence and weak CEO communication of the 
desired identity, a long company history together with poor CEO 
communication, could be indicating a false OI existence. As the results are 
showing, the “industrial mentality” could be exemplified as showing a false OI 
at SHT, as there are tendencies of perceiving the company in line with the 
culture aspects. The  “us vs them syndrome”  is further highlighted as a potential 
part of OI but is, as illustrated in this thesis, preventing a shared OI perception, 
why this syndrome is to be viewed as an obstacle strengthening the OI. Instead 
an existence of this phenomenon is weakening the existing OI at SHT and 
should be handled as such.  
 
The false OI phenomenon is built on cultural aspects and could therefore be 
helpful in OI research since there is a need to separate culture from identity in 
order to define OI. As OI can be viewed as highly unstable constantly defined 
by its members, a redefining function of the false OI appears as this becomes a 
cognitive capacity saver for the employees further facilitating decision making 
in daily work. This is built on psychological ideas presented by Ind (1997) 
where it is argued to be a human basic need to identify oneself with something. 
As our discussion is illustrating this seems to be a precondition for perception 
creation as well. As a weak OI is occurring the identification seems to be with a 
position or a group and not with the company as a whole, which is further 
creating different perceptions facilitating multiple OI perceptions among groups 
on an organisational level. As this thesis is showing this phenomenon and 
multiple OI perceptions would be better explained as cognitive created 
perspectives taken for perceiving OI. As the empirical findings are showing this 
is a process occurring highly unconsciously. 
 
The developed OI perspective framework is contributing to OI understanding 
and investigation as it brings initial cognitive perspectives facilitating the 
understanding of different employee OI perceptions on an organisational level. 
Our model is a further development of Balmers’ et al. (2002) framework, 
presenting organisational identity as part of Actual identity. The definition 
within the OI perspective framework suggests that a part of the Actual identity 
may further be divided into five areas regarding SHT; (V) Vocational (or job 
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assignment related) OI, (P) Positional OI, (U) Unit or divisional OI, (D) 
Departmental OI and (W) Work group OI. Summarized and aligned they are 
creating the true OI at SHT. As viewed in this framework, and as the lines 
illustrate, mutual relationships are occurring between the cognitive perspectives 
as an employee may have different OI perspectives at the same time affecting 
the employee OI perception. The perspective taken depends on existing 
environmental aspects and company specific structures as the presence of 
conflicts, degree of group belongingness or position etc. Support for the 
existence of multiple OI perspectives at an organisational level are further 
illustrated at this company as the present and visualised “us vs them syndrome”, 
which at the same time visualises left out perspectives. An alignment of these 
perspectives could be seen as a theoretical implication and as a central factor to 
detect in order to reduce the “us vs them syndrome”. A syndrome reduction 
could be reinforced by CEO or top management team communication 
facilitating cooperation developing a joint OI. 
 
Culture is to be viewed as developed by nature without intentions, affecting the 
identity and could be viewed as a frame surrounding OI. This is further 
supported by our results having the time perspective in mind. Identity seems to 
be further viewed as a dynamic concept within certain limits and not stable. This 
seems to be the case as identity is strategically useless if there is no form of 
static element in this concept, at least during a specific point in time. At the 
same time there needs to be stability over a certain time in order to be developed 
which is strengthening the research perception of the history as an important 
attribute facilitating the development. The history and culture aspects are 
creating the limits as the past is a stabilizer and is providing knowledge for 
learning about the future. Identity seems therefore to be possible to shape if the 
intention is to change it. 
 
Focusing on the OI definition the theoretical framework and the previous 
research are showing that organisational identity has a connection to the mission 
of the organisation and could have strategic intentions. The argument for OI to 
have strategic intentions, compared to culture, could be seen as supported as it 
seems to be changeable. At the same time the strong culture impact, that strong 
as it could be discussed as acting as OI itself, could be discussed addressing the 
strategic element. If a false OI is occurring, the strategic possibilities might not 
be, which if that is the case, is seen as further supporting a need for the top 
management team to detect and handle this phenomenon, turning this 
development around. As the results are showing – awareness and 
communication is a good start. 
 
As our empirical findings are showing, the OI concept is more to be viewed as 
possible to make explicit as it is possible to express and put into words. 
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However, our discussion is further illustrating a danger of perceiving this 
phenomenon as totally explicit as it seems to be commonly occurring 
unconsciously. It is important to notice the complexity in these kinds of 
investigations. As this thesis is highlighting, the employees in the organisation 
are not always aware of the identity they are part of, consequently the OI should 
be viewed as occurring mostly implicit, and developed the same way, even 
though it is possible to put into words and talk about. Our findings are 
illustrating that identity is something that the employees are not aware of 
surrounding them. The case is showing that the researcher needs to trigger the 
participants’ minds in order to create awareness and if the researcher is 
successful the OI will come forward and turn visible. This investigation is 
showing that this could be occurring if an opportunity to start to think about 
their actions in daily work is provided.  
 
Part of the theoretical lack regarding OI categorization of OI content could be 
viewed as covered by adding a behavioural category according to our results. By 
adding this aspect our results are showing that OI and CI can further be united, 
as the provided categories are more complete concerning possible OI content 
areas. At the same time the Balmer and Greyser (2002) framework is, 
concerning their exemplified categories, showing a uniqueness of the empirical 
findings in this case, strengthening the defined OI as capturing unique identity 
aspects exemplified as a need for a behaviouristic category. The need for this 
category aspect can further be viewed as relevant in order to cover a unique 
identity mix. Scott et al. (2000) claim a need to increase the understanding about 
the true perceptions of the employees in order compare and facilitate the 
understanding on how OI is constructed. Starting out in the content and structure 
in this area, despite the ambiguity surrounding it, could provide further benefits 
as suggested in this thesis.  
 

7.1 Suggestions for future research 
As a result by our research we can define several areas to be further 
investigated. As we have only scratched the surface, we suggest more research 
taking OI content as a platform for developing and further clarifying the concept 
of OI. We have chosen to investigate OI in a special kind of big manufactory 
within a specific industry, with an old and long history, why other industries 
needs to be investigated as well. We have by several identified internal and 
external factors found the possible strength of the OI, defined as weak rather 
than strong, why we would like to highlight whether the degree of strength 
differs regarding OI between companies and/or industries as well as the factors 
influencing the development regarding strength. We find this interesting by 
mainly one specific reason. Is the degree of strength always related to a strong 
culture aspect or is this a random result? This could be providing information 
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about the value and roles of internal and external factors and in the long run 
open up for different factors as facilitators or barriers regarding OI change and 
the strategic intention possibilities. To keep the interest concerning the practice 
of OI it would be further interesting to examine multinationals in research 
projects by comparing OI aspects of several companies belonging to the same 
corporate or financial group, aimed at further putting some light on the meaning 
of different factors regarding the construction process. Therefore, we see a need 
for longitudinal studies as well. 
 
How to shape organisational identity and digging deeper in the strategic 
usefulness is definitely needed as we see it. As illustrated by the results in this 
thesis the strategic intention possibility as a separator separating OI from culture 
could be questioned. Further it is strategically interesting to focus on how to 
integrate different kinds of identities and reduce the gap between the vision and 
actual one in order to strengthen the organisational identity and thereby 
facilitating the employer branding work strengthening the results. Not to be 
forgotten of course, we would like our framework; the OI perspective 
framework, to be further developed in practice. Is this framework providing 
support for 1) facilitating a separation between identity and culture and 2) is it 
facilitating the practical OI content investigation by helping the researcher 
investigating OI more easily by providing a checklist for different aspects and 
finally 3) could this framework be further developed? To conclude - we would 
like the OI content categories developed by Balmer and Greyser (2002), which 
categories have been added with a behavioural category by us, to be further 
defined and investigated in practice regarding containing categories. Whether a 
further investigation of our conclusions will generate deeper insight or troubling 
ambiguity will remain unanswered and can still not be guaranteed in the future. 
As we see it - organisational identity provides a new media of control why 
longitudinal studies are highly required in order to provide more knowledge 
about how to strategically handle it. 
 

8 REFLECTIONS 
The OI is related to CI as we see it, since the OI is a main stepping stone in 
employer branding and contributes to the business as well as acting as the other 
side on the brand coin contributing to the value creation. The main part of the OI 
research has been concerning identification why this area, organisational 
identity, has been dominated by the sociological and anthropological field. This 
has put the OI concept into the area of behavioural research. The employer 
branding practice has highlighted a need for change, by highlighting the 
usefulness of identity work. The CI and the OI have several things in common. 
A barrier of the transfer from the behavioural scientific field is the lack of 
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knowledge about the investigation on people perceptions among the marketing 
and classical strategic field. As we see it, this is why the two areas of research 
fields need to be integrated and cooperate in order to make a contribution to the 
value chain. OI and CI is like two halves of a heart as one side concerns 
economical profitability as connected to loyalty and belongingness and the other 
side to talent attractiveness by focuses on the identity of the company. Maybe a 
strong identity and the benefits only could be developed if both sides are related 
and integrated. As for the academic world and the business world working 
closely together contributing to one another the knowledge will increase and 
win-win situations will be created. In this thesis we have arranged a meeting 
between the academic research institution and the business world. These 
meetings are highly needed addressing different researcher in this area and 
should be arranged more often in order to benefit and develop the own area of 
interest taking a different approach to face the challenge ahead. Like identity 
creating a platform for different research field to come together different worlds 
should be intertwined knowing that knowledge is not like money – the more you 
share the more you get. 
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